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ABSTRACT

THE RESERVE COMPONENT DILEMMA: MISSION Vs TIME,

P by Major Donald B. Skipper, USA. 259 pages.

3

hY
~ This thesis is a study of the Army National Guard and U.S.

/] Army Reserve (Reserve Components) premobilization training
requirements and training time available in which to
accomplish them. The original intent of Congress in
establishing the post-World War II Reserve Components, the
Total Force Policy that places heavy reliance on the Reserve
Components, and CAPSTONE related training programs designed
to improve Reserve Component readiness are examined to
determine if available time resources support training

reguirements.

Data for this thesis were obtained from a myriad of civilian

and government sources published over the last eighty years

and from interviews with key policymakers in the Reserve

Component training community.

This study concludes that the Legislated minimum of thirty- _.;;;

eight (nine) training days per year is no longer enough time Z, o

to accomplish all required training and briefly examines the

'S various categories and costs of extra-training time now “‘u
being provided to the Reserve Component to conduct wartime-

mission planning and training., Several long-term implica-

tions of this approach are also examined. Based on study T
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CHAPTER 1

MISSION VS TIME - AN INTRODUCTION

In t% midst of peace, war is looked on as an even-
tuality too distant to merit consideration.
Vegetius: De Re Militari, iii, 378

Much has been written concerning mobilization,
Reserve Component tiaining, and our ability to rapidly pre-
pare for war. Even a casual review of readily availabile
literature on these subjects reveals hundreds of studies
undertaken in the last decade to document problems and recom-
mend improvements in our méobilization and deployment capabil—-
ity. Most of these past studies concentrated on training
program problems. Most of these past studies were also con-
ducted prior to the development of the Army CAPSTONE program.

Budget constraints imposed by an unprecedented force
modernization effort have forced an increased reliance upon
the Reserve Component to execute mobilization and early
deployment to protect U.S. interests world-wide. Several
new training programs have been developed to assist the
Reserve Component in pre-mobilization training. Selected
Reserve Component units have begun force modernization
programse and full-time manning levels continue to grow. In
fact, considerable attention is now being directed at the

Reserve Component and all resources--except time--are

being greatly increased.




This study addresses the multitude of relatively new
training programs in which the Reserve Component must par- gn
ticipate and the standard training reguirements that they

must successfully accomplish prior to deployment in times of -

national crises. It is narrowly focused on the most pre-
cious resource necessary for training--time. The laws . .
which prescribe the chtently authorized training assemblies
and annual training period have not changed in the last three 94
decades and limit the Reserve Component to thirty-eight

training days a year (thirty-nine for the National Guard).

B

e ..

Background

In the age of an all volunteer Active Component
undergoing an unprecedented force modernization, the Reserve
Component has become an attractive and relatively inexpen-

‘gsive alternative to an even larger and more expensive active

force. The Reserve Component is, in fact, a real defense
bargain. '"In their absence, the American taxpayer would be
burdened supporting a much larger force that would be
required to meet our security needs "1 Recognizing this b

increased reliance on the Reserve Component, several new

training programs have been developed to insure that high
priority Reserve Component units will be ready for combat @

immediately upon mobilization. Force modernization efforts

Tassistant Secretary of Defense for Manpower, ;~,
Reserve Affairs, and Logistics, "Paving the Way for Strongerxr )
Reserve Forces," Defense 83 (July 1983), 22, :

2
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are also being directed at the Reserve Component to equip
them with the modern equipment necessary to support the
fotward-éeployed active forces upon mobilization. However,
as Lawrence Korbz, Assistant Secretary of Defense for
Manpower, Reserve Affairs, and Logistics, has pointed out,
'"Resolution of Guard and Reserve equipment deficiencies,
including tools and test equipment, will not be easy. What
has evolved in two decades cannot be reversed in two
year54'3 AsS more resources are directed toward the Reserve
Component, a theoretical decision point is reached where it
becomes no more expensive, indeed, it becomes desirable, to
expand the active forces rather than spend additional
resources on the Reserve Component.

No one has yet determined the dollar value of that
theoretical decision point, but it is obvious that Congress
does not believe that the U.S. Army is even close to
approaching it this year. The House Armed Services
Committee (HASC) recently recommended freezing active duty
Army end-strengths while increasing the Army National Guard

end-strength by 6,600 personnel. The Senate Armed Services

2pr, Xorb was Resident Director of Defense Policy
Studies at the American Enterprise Institute for Public
Policy Research prior to assuming his present position in
May 1981, A U.S., Naval flight officer from 1962 to 1966,
he is currently a commander in the Naval Air Reserve. He
received a BA degree at The Athenaeum of Ohio, an MA from
St. Johns University and his Ph.D. from the State University
of New York of Albany.

3“Pavinq the Way for Stronger Reserve Forces," p. 25.
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Committee, meanwhile, recommended increasing the Army

National Guard and Army Reserve end-strengths by 6,000 and
3,000 personnel, respectively.4 Other agencies strongly
agree with this viewpoint. The Reserve Forces Policy Board,
in its annual report to Defense Secretary Caspar Weinberger,
recommended that the Reserve Component tgceive still more
money for additional eguipment and training.s The Reserve
Of ficer Association (ROA) has recommended that the Army
transfer additional defense responsibilities, now performed
by active forces, to the Reserve Component in order to save
defense dollars without reducing the current level of
national security. Speaking at a Reserve Officer
Association Conference in early 1983, Deputy Assistant
Secretary of Defense for Reserve Affairs Edward J. Philbin®
said, ‘"I am convinced that the full potential for making
greater, and more effective, use of the Reserve Components

in peace and war has yet to be realizedu"?

4"Compromise on End-Strengths Puts More Emphasis on
Reserve,” Army Times, 22 August 1983, p. 15,

S"Resources Seen Critical to Reserve Readiness, Paul
Smith, Army Times, 2 May 1983, p., 16.

épr. Edward J. Philbin is Deputy Assistant Secretary

of Defense for Reserve Affairs and is the highest ranking
member of the administration with specific responsibilities
for overseeing the Reserve Components. Enlisted in the
Naval Air Reserve in 1949, he received his commission from
Air Force ROTC at San Diego State University. He served 2
years on active duty as an Air Force navigator and held the
rank of Colonel when appointed to his present position.

7"pransfer More Jobs to Reserve, National Guard, ROA
Advises", Larry Carney, Army Times, 14 March 1983, p. 52.

4
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While these special interest groups and key indivi-

duals can be expected to take a somewhat parochial position
in favor of increased reliance on the'Reserve Component, it
must be noted that the Army leadership has been moving
swiftly toward a true Total Army policy. Often alluded to
during the last ten years, a Total Force philosophy implies
one force made up of three parts: the Active Component, the
Army National Guard, and the Army Reserve. All indications
are that '". . . today the Active and Reserve Components are
full partners in one combat-ready force. 'Total Force' is
no longer a concept. It is now the 'Total Force' policy
which integrates the Active, Guard, and Reserve forces into
a homogeneous whole "8

According to official strength figures published by
the Department of Defense, the Reserve Component comprises
over fifty percent of the Army's deployvable forces.? a
detailed breakdown of force composition is at Appendix B.
Impending Divigsion 86 reorganization will result in a
further transfer of active duty spaces to the Reserve
Component. Each of the ten heavy Divisions scheduled for
reorganization will have a special Reserve Component augment-

ation package consisting of combat support and combat service

8y.s. Department of the Army, The Department of the
Army Manual (Washington, D.C.: Government Printing Office,
1982), p. 1-7,

9Pamela Kane, '"The National Guard as a Defense
Priority," National Guard 35 (August, 1981):12,

.

5




support elements. As Bowman pointed out in his study

of the Total Force Model, to be successful, Army implemen-
tation of a Total Force policy must depend on the ability of
the Reserve Component to train to gnd maintain the same
standards as the Active Component.’o

Recognizing the increased reliance being placed on
the Reserve Component to be mission-ready with little or no
post-mobilization training, the Department of the Army in
the late 1970's established a number of training programs
specifically designed to improve Reserve Component readiness
through more realistic, mission-related training. In 1980,
U.S. Army Forces Command initiated an effort to relate and
unify the many individual and separate training programs and
provide a management philosophy that would optimize Reserve
Component training. This effort resulted in the Army
CAPSTONE Program which aligns Active and Reserve Components
into force packages enabling units to train in peacetime
for their wartime missions.

Increased reliance, force modernization, enhanced
budgets, force sttgcture changes, and a myriad of new
training programs and requirements will certainly aid the
Reserve Component in achieving higher readiness levels, but

the one resource that has not yet been increased is time.

1°Joseph M. Bowman, MAJ, ‘"A Total Force Model for
Training the Army's Reserve Components™ (MMAS Thesis,
Command and General Staff College, Ft Leavenworth, Ks.,
1980), p. X.




Purpose

The purpose of this study is to determine if the

time authorized for the Reserve Component to accomplish pre-

P

mobilization training is adeguate and will realistically

permit Reserve Component wartime mission accomplishment.
Thesis Hypothesis

The Reserve Component has been authorized the
equivalent of thirty-eight training days each year in which
to successfully accomplish the myriad of requirements that
should make them combat-ready. These thirty-eight days coﬁ-
sist of forty~eight four-hqur drill periods that are usually
combined in multiples of four to make up one weekend drill
period a month. The remaining fourteen training days are
used for an annual training period (fifteen for the National
Guard).

These time periods apply to the majority of the
soldiers in our Reserve Component. It must be pointed out,
however, that key unit personnel often donate two or three
weekends and several weekdays and eQenings each month to
unit training and management.

In comparison, the Active Component uses about 260
days each year to conduct training.

This study will attempt to validate or refute the
thesis hypothesis that the most vital Reserve Component

resource~--time-~is in critically short supply.

7




Study Applicability

'*At least one-half of the Army's war-making
capability, and thus of its deterrent character is main-
tained in its Reserve Components . . . this has been the
central thrust of the Total Force doctrine . . . to hold
down defense spending by eliminating as many active units as
national security permits and by elevating the combat readi-

ness and capability of the Guard and Reserve, enabling them

to take up the slack."'! gy, 1455 we can be certain that the
Reserve Component will be able to successfully accomplish

its diverse post-mobilization missions then the Army's abi-
lity to perform its national security missions must be
reevaluated. 1If the peacetime resources now being dedicated
to Reserve Component pre-mobilization training are not ade-
quate for mission accomplishment, then we must apply suitable
corrections or change our current military strategy of

increased reliance on the Reserve Component.
Definition of Terms

Used throughout this study, the term Reserve
Component refers to organized troop units of the Army

National Guard and the Army Reserve, When reference is made

11A Status Report on The Army National Guard and The
United States Army Reserve, Association of the United States

Army (Washington, D.C., 1980), p. 1.

)
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to just the Army Reserve, it will be specified by the name

Army Reserve or jusf Reserves. The Individual Ready
Reserve, while a part of the Reserve Component, will not be
discussed in this study because most recent efforts to
increase Reserve Component readiness have been directed at
Troop Program Units. Other key terms, jargon, and acronyms

are defined in Appendix B, Glossary of Terms.
Sources

The research for this study was conducted by con-
sulting a myriad of sources that included Congressional
records, current U.S. Army program guidance, official
government reports and studies, current periodicals, and-:
private organizations studies and published reports con-
cerning the Reserve Component. Key Reserve Component advi-
sors and policy makers at Department of the Army, U.S.

Army Forces Command, the Second Continental United States
Army, and Command and General Staff College were interviewed
during the preparation of this study to determine their per-
ceptions of and concerns over Fhe resources, especially

time, allocated to the Reserve Component.
Methodology

This study uses ﬁhe historical method to research
and synthesizes previous studies and reports, current
regsearch, and the opinions of several Reserve Component

9




policy makers, as well as reviewing both the standard
training requirements that must be accomplished by all
Regserve Component units and those regquirements resulting
from recently developed training programs. Findings and
conclusions will be related to the existing legal and regu-
latory time constraints which determine the training per-

formed by the Reserve Component in peacetime.

Scope, Limitations, Assumptions

The subject of Reserve Component training and readi-
ness is exceedingly broad, both horizontally and vertically.
Horizontally, the subject entails strategy, funds, manpower,
material, organizations, missions, training conducted
world-wide, military commands, and many state and terri-
torial governments. Vertically, the subject involves levels
of structure from sguad level to the Department of the Army
and the Department of Defense., Due to the very real time and
budgetary constraints placed on report preparation, this
study is narrowly focused on the one key resource necessary
for training that has not been increased in the last twenty
years -- time, The study assumes that readers understand
the historical development of the citizen soldier concept
and the reliance placed on the Reserve Component in times
of past national crises and, consequently, will not dwell on
problems experienced during previous mobilizations. The evo-
lution of the current Reserve Component training time

10




periods will, however, be reviewed to understand the origi-
nal Congressional intent and the environments, economic,
political, and strategic, in which the current regulations

were legislated.

Study Content

Chapter two contains a review of the pertinent
legislation, summarizes and evaluates the existing research
on this subject, and attempts to place the findings of the
previous studies within the context of today's Total Force
philosophy.

-The Reserve Component training evolution over the
past decade is closely examined in Chapter three of this
study. Training programs, Force Modernization, and the
CAPSTONE philosophy will be reviewed to distill their indi-
vidual, collective, and, possibly synergistic impact on
Reserve Component training and wartime mission accomplish-
ment,

The evidence presented in the preceding chapters
will be discussed and analyzed in Chapter four. The
emergence of both anticipated and unanticipated findings,
correlations, and problems will be highlighted and will lead
to the presentation of the study conclusions and recommend-

ations in Chapter five.

11
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CHAPTER 2

A REVIEW OF CONGRESSIONAL INTENT,
LEGISLATION, AND PERTINENT LITERATURE
In the beginning there was the Guard . . .
MAJOR Roger Pruter, 1981,
This chapter will review and summarize the studies
and surveys conducted in recent years that have examined the

Reserve Components' training, readiness, missions, and

-

TR T “r e tvoacaw . -

resources., However, before beginning this literature
review, the original legislation that established the
Reserve Components, subseguent changes in applicable laws,
the mood of the country and Congressional intent must be
examined to provide a baseline referénce of an examination

of the Reserve Component of 1984,

The Reserve Components 1792-1944.

3

To be prepared for war is one of the most
effectual means of preserving peace.

. George Washington: First Annual
: Address to Congress, 8 January 1790

% .
] The Reserve Components were first recognized as an N

f organized militia by the Dick Act of 1903. Prior to this

time, the only pertinent legislation under which America's

iy 12
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militia were organized was the Militia Act of 1792,

Reserve Components under exclusive federal control were
first authorized by the National Defense Act of 1916. This
Act also originally established the Regular Army Reserve, 2
With the passage of the National Defense Act of 1920 the
reserve forces were established as a federal reserve force
almost wholly the responsibility of the National Guard, but
with increased federal control of, involvement in, and
financial support for training, organization, and equipment

of the Guard force.3 The National Defense Act of 1920 also

abolished the Regular Army Reserve as established by the 1916

National Defense Act. At that time, there were over 280,000

personnel in the Regular Army Reserve but, in the event of
an emergency, there was also available a great reservoir of
four million trained World War I veterans. Congress
believed that under those conditions little need for the

Regqular Army Reserve existed, and therefore abolished it.4

1U.S., Congress, House, The Armed Forces Reserve Act

of 1951, H. Rept, 1066 to accompany H. R. 5426, 82nd Cong.,

ist sess., 1951, p. 3. (Bethesda, Md.: Congressional

Information Service, 4520 East-West Highway CIS H11499, 1951,)

2william F. Levantrosser, Congress and the Citizen-

Soldier, (Ohio State University Press, 1967), p. 13.

3Robert L. Goldrich, ‘"Historical Continuity in the
U.S. Military Reserve System," Armed Forces and Society,
Fall, 1980, p. 103.

4U.S., Congress, House, Amending the National
Defense Act of June 3, 1916, As Amended, By Reestablishing

the Regular Army Reserve, H, Rept, 1929 to accompany H.R.

9359, 75th Cong., 3rd sess., 1938, pp. 1~-2, (Bethesda, Md,:
Congressional Information Service, 4520 East-West Highway
CISs H10233, 1976,

13
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The final step to make the National Guard a com-

ponent of the Army was taken in 1933 when Congress made the

National Guard

a part of the Army at all times., "It did

this by conferring a new status on the guard, by consti-

tuting it a reserve component of the Armya's

By 1938, the reservoir of World War I trained man-

power had disappeared and pre-World War II Active Army

readiness was of great concern to Congress. Instead of an

authorized strength of 280,000 personnel, the Army of 1938

was only 165,000 men strong.

Limited to
emergency,
its tasks.
size below
reasons of

that strength, the Regular Army would, in
encounter serious difficulty in carrying on
Its units are maintained in peacetime at a
that necessary for active field service. For
economy, some units, though needed for a

balanced force in active operations, are entirely missing.6

Congressional records document the deep concern over the

Army's poor readiness and proposed that ". . . either the

Regular Army strength should be greatly increased, or a

reserve should

be provided for ite"?7 The provigions of the

1938 bill to reestablish the Regular Army Reserve varied

little from those of the 1916 National Defense Act. However,

the report from the Committee on Military Affairs that

Sthe Armed Forces Reserve Act of 1951, p. 9.

6Amending the National Defense Act of June 3, 1916,

As Amended, by Reestablishing the Reqular Army Reserve, p. 2.

71biq.
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recommended passage of the 1938 bill stipulated that to be
effective, the proposed Army Reserve must have certain
qualifications. "It must be available for active service in

an emergency under the same conditions as the Regular Army.

Its members must have sufficient training, and must be in ..'
such physical condition that they can function in a tactical
unit without delay for further training.8 It was the intent

of Congress that this reserve force was to mobilize, deploy.

and employ with no further training. The bill passed, the
Regular Army Reserve was reorganized, and, as Levantrosser
notes: ". ». «» The reserve components provided a substantial
source of trained military manpower at the outset of World

War 11."9

Public and Congressional Concern 1944-1952

Again and again we have owed peace to the

fact that we were prepared for war.
Theodore Roosevelt: Lecture at
the Naval War College, June 1897

Toward the end of World War II, military leaders were

determined not to make the same mistakes that had been made

in the past durinag a rapid demobilization periocd. Army

Chief of Staff General George C. Marshall brought Brigadier

General John Palmer back on active duty to develop guidelines

81higd.

91big.
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for a post-World War II Army Reserve Component. Palmer
outlined his plan for a small citizen army in War Department l

Circular 347, dated 24 August 1944.'0 It was not until 19486,

however, that the Army announced plans to organize the post- - “
World War II Reserve Componenté into three separate classi- ¢
fications. Category A units were to be at full wartime . ;é;t
strength, supplied with all essential eguipment, and trained ;;E
during once-a-month drills and a two-week annual training rtﬁ
period. Category B units were to have a full complement of iﬁ £
officers and a cadre of key enlisted personnel, essential }.ﬂ
[
training equipment, and trained during monthly drills and a qu

two-week training period every other summer. Category C
units were to have an assigned complement of only officers ﬁ;ﬁ
who would conduct two weeks of training every third summer. 1! -

The announced plans created a great deal of controversy and

public debate on both the need for a standing reserve force
as well as its eventual composition. General Chamberlain,

Deputy Assistant Chief of Staff for the War Department

Training Section in 1946, publicly stated that future plans
for national defense depended in large part on a three-cate-

gory reserve organization, :". . . one ready to take the

1°Levantrosser, Citizen-Soldier, p. 15, citing House
Committee on Armed Services, History of United States N
Military Policy on Reserve Forces, 1775-1957, 85th Cong.,
ist sess., 1957, p. 457.

11"Army Lays Plans for Big Reserve," New York Times,
2 April 1946, p. 14. (Ann Arbor, Mich.: University
Microfilms, 1965).
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field immediately and two available from three months to a
year later."12 In late May 1946, Hanson W, Baldwin, a staff
writer for the New York Times, added fuel to the fires.of
public controversy by touring key Army installations and
reporting on the understrength post-demobilization Army. He

reported that:

The United States today really has only a "token" ground
force in this country, and every one of the units
inspected was well vnderstrength . . . . The weakness of
the Army's strategic reserve is all the more glaring at
the moment since the National Guard has had no time to
reorganize and build up its various state units since

the war, and at the moment it is virtually nonexistant.'3

Major General B, B. Miltonberger, Chief of the National
Guard Bureau of the War Department in 1946, in an address to
the 1946 Governors Conference, stated that :"the War
Department wants the National Guard organized as an M-day
force . . . « By that I mean an organization capable of
fighting on M—day.:“14 Here again is a key reference to a
force that would be capable of deploying and fighting with

no post-mobilization training. In an interview prior to his

13"Strong Reserve Held Vital to Our Defense," Frank
L. Kluckhohn, New York Times, 3 May 1946, p. 42. (Ann
Arbor, Mich,: University Microfilm, 1965).

13"Army on Home Soil Gains in Discipline," Hanson W,
Baldwin, New York Times, 20 May 1946, p. 11. (Ann Arbor,
Mich,: University Microfilm, 1965),

14%622,500 Strength Sought for Guard," James A.
Hagerty, New York Times, 29 May 1946, p. 17. (Ann Arbor,
Mich.: University Microfilm, 1965).
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attendance at the same conference, General Eisenhower indi-

cated that he would speak on problems of the War Department
with special reference to the National Guard. .Genetal
Eisenhower said ‘"we hope to get the Guard up to a strength
of 150,000 this year and ultimately to 600,000a"5 By
September 1946, the public was convinced of the necessity of

a quick response Reserve Component.,

The National Guard, like the Regular Army, is intended
to be 'capable of immediate mobilization and field
service' in the defense of the United States against any
type of invasion, to cover and aid in mobilization, or
to participate in all types of operations, including the
offensive, either in the United States or overseas . . .
To make the mobilization day force a completely

balanced force, some Organized Reserve units also are
needed . . . «+ Some of the Reserve units, designated
Class A-1 and Class A-2, are supposed to be ready for
combat immediately and to take the field with the
Regular Army and the National Guard.'6

Speaking before the Manhattan chapter of the Reserve Officer
Association in October 1946, General Courtney H. Hodges,
First Army Commander, made a strong plea for a responsive,
ready-reserve organization. He remarked that ‘"in two wars
our military weakness encouraged aggressors and agrandizors

to attack us. In both wars their attacks failed, but they

'5"Army is in Danger, Patterson Warns," James A.
Hagerty, New York Times, 30 May 1946, p. 94. (Ann Arbor,
Mich.: University Microfilms, 1965).

16vcivilians and the Army ," Hanson W, Baldwin, New
York Times, 1 September 1946, p. 22. (Ann Arbor, Mich.:
University Microfilm, 1965).
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failed only because, on both occasions, we had allies who
were able to withstand the onslaughts of the enemy while we
made ready. We would not have that advantage in any future
wara"17 By the end of 1946, the situation was getting
desperate. Congress had not yet acted on the various propo-
sals for a Reserve Component force, demobilization was
almost completed, and the public mood was beginning to shift
towards indifference. In November 1946, General Jacob L,
Devers, Commanding General of the Army Ground Forces,
addressed the Pennsylvania Education Congress and stressed
the '". . . desperate need for an adeguate military
establishment to offset the effects of a too hasty demobili-
zation program and the gradual deterioration of our armed
reserves . " 18

Not everyone was convinced of 2ither the need for or
the capability of the National Guard to become an M-day
force ready for immediate world-wide service. In December
1946, Lieutenant General Hugh A, Drum, Commander of the New
York State Guard, decried the National Guards' .. , . im-
possible official mission of training to become an M-day

force . . . . No part-time soldier, such as the National

17"Hodges outlines 20-Year Army Plan," New York
Times, 1 October 1946, p. 95. (Ann Arbor, Mich,:
University Microfilm, 1965).

187pevers Sees Need of Vast Army Pool," New York
Times, 22 November 1946, p. 96. (Ann Arbor, Mich,:
University Microfilm, 1965).
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Guardsman, can ever become, even with the best will in the

world, ready for service anywhere in the world on 'M-day'a'19
Baldwin finally expressed his own doubts over the ability of
the Reserve Components to respond on M-day with pre-trained,
go~-to-war forces, In a March 1947 article, Baldwin explained

his position.

War experience proved, if any proof were needed, that no
part-time soldiers~--trained as the National Guard and
reserve are intermittently, but at the most about one
armory drill a week and two weeks in the field every
year~--can possibly be ready for active service on "M" or
mobilization day. Months, and even years, of additional
continuous training are essential after a crises starts
or an emergency comes if these part-time soldiers and
sailors are to become effective forces.20

Despite these public protests, Secretary of War
Robert P, Patterson remained adament that the Reserve
Components could not afford the luxury of months or years of
post-mobilization training. In an address at New York's
City Hall in February 1947, Secretary Patterson said that
‘e « o« in an era of long-range weapons and plans with a
10,000 mile radius . . . reserve forces must be ready

strength, available immediatelya"z1 For the first time in

19"plans for Homefront," Hansen W. Baldwin, New York
Times, 1 December 1946, p. 34. (Ann Arbor, Mich,:
University Microfilm, 1965).

20mprjction Upsets Guard," Hanson W. Baldwin, New
York Times, 23 March 1947, p. 24. (Ann Arbor, Mich.:
University Microfilm, 1965).

2%"patterson's Talk Here Warning on Budget Cut," New
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the post-World War II demobilization period, Secretary

Patterson alluded to other reasons for a heavy reliance on ®
Reserve Components. He pointed out that "American tradition

S and American economy will not accept a great standing Army.

The alternative ., . . is to rely, for mobile tactical forces
in case of an emergency, on a strong force made up of trained ;Q};
civilians-~the National Guard and the Organized Reserves."22 .
The public controversy continued to rage while demo- ;‘
bilization efforts‘resulted in a very weak active Army with
a significant number of soldiers performing occupation
duties in both the European and Pacific theaters and a
disorganized National Guard and Army Reserve, In July 1947,

the House Committee on Armed Services considered

establishing the three-category concept for both National
Guard and Army Reserve units, and expressed deep concern over

the immediate availability of a Reserve Component.

This legislation is based on the concept that the next
war, if there is one, will come swiftly and that, at
that time, there must be immediately available a reason-
ably well trained civilian corps of officers to take T
the field with the Regular services . . . . The Army's :
expectation is that, in the event of war, the first 8 or .?

v 9 months after it begins are likely to be the most cri-

tical phase., The success with which the country can

weather these early months will have to depend largely

upon the readiness and effectiveness of the National :

Guard and the Organized Reserve Corps.23 R

2

York Times, 21 February 1947, p. 2. (Ann Arbor, Mich.: ;f?i
University Microfilm, 1965. S

Ibiad. ]
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The bill also provided for the Organized Reserve to meet and
train on the same basis as that prescribed for the National
Guard.24

Efforts by the Department of Defense on a concept
for a unified and standardized Reserve Crmponent program
were finally initiated in 1947 by Secretary of Defense
Forrestal when he appointed a Committee on Civilian
Components to make recommendations on necessary reorganiza-
tions. However, before the committee's recommendations
could have any impact on the Reserve Component structure,
hostilities in Korea diverted national policy-makers' atten-
tion to the problem of meeting immediate military require-
ments with Active Army units supplemented with Reservists
recalled to active duty. The Korean War reguired only a
partial mobilization, something for which we had never
before planned. This partial mobilization was very
inequitable and resulted in a general dissatisfaction with

the entire Reserve Component and mobilization system.

23U.S., Congress, House, Inactive Duty Training Pay
for Reserve Components, H. Rept. 971 to accompany H. R.
3227, 80th Cong., 1st sess., 1947, p. 2. (Bethesda, Md4d.,:
Congressional Information Service, 4520 East-West Highway,
CIS H11122, 1976).

'240.5., Congress, Senate, Inactive Duty Training Pay
for the Organized Reserve Corps of the Armed Forces, S. Rept.
625 to accompany S. 1174, 80th Cong., 18t sess,, 1947, p. 3.
(Bethesda, Md.: Congressional Information Service, 4520
East-West Highway, CIS S11117, 1976).
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The Department of Defense Committee on Civilian

Components led to the establishment of a Department of
Defense Civilian Components Policy Board. The Policy Board,

v although first established in 1949, accelerated its efforts

in 1950 to establish uniform categories of readiness for all
the Reserve Components of all services, The Policy Board
reexamined every facet of the Reserve Components with the
intent of developing proposals for legislative action. 1In
1950, '"the Board held consultations with all military asso-
ciations and government agencies interested in reserve pro-
blems in which they had an opportunity to submit comments on
the Board's report to the Secretary of Defense. It was this
report that formed the basis for legislative proposals on
reserve organization in 1951 .25

The legislation finally passed by Congress was
entitled the Armed Forces Reserve Act of "1952, and formally
established seven Reserve Components-~-among them the
National Guard of the United States and the Army Reserve,26
The Act also mandated categories for units and members of
the Reserve Components according to type and degree of

training. Category A units would train in forty-eight

25Levantrosser, Citizen-Soldier, p. 53.

260.5., Congress, House, Armed Forces Reserve Act
of 1952, H., Rept. 2445 to accompany H. R. 5426, 82nd Cong.,
2nd sess., 1952, p. 3. {Bethesda, Md.: Congressional
Information Service, 4520 East-West Highway, CIS H11578,
1976) .
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drills and fifteen days active duty annually. Category B
units would train during only twenty-four drills annually
and Category C units would train in only twelve drills
annually.27 Limitations on annual training for both unit
members and individuals not assigned to a unit were also
established at fifteen days of active duty training
annually.28

Once again, Congressional intent can be gleaned from
a House Committee on Armed Services Report which indicates
that the Committee members were sensitive to the need for an
immediately available reserve force that would be fully
deployable and ready to fight upon mobilization. The

Committee Report highlighted the fact that:

Modern warfare will no longer allow us to rely upon
ocean barriers to provide the necessary time to comple-
tely train reserves and to build up our active military
forces to what-ever strength may be required. Instead,
the future security of the Nation demands that the
reserve components be ready for almost instant call,29

Hanson Baldwin believed that passage of the Armed Forces
Reserve Act of 1952 was only a first step in a long process

of creating an adegquate reserve force, He also continued to

27U.S., Congress, Senate, The Armed Forces Reserve
Pact of 1952, S. Rept. 1795 to accompany H.R. 5426, 82nd
Cong., 2nd sess, 1952, p. 2. (Betheseda, Md.: Congressional
Information Service, 4520 East-West Highway, CIS S11568, 1976.

281pid., p. 4.

297he Armed Forces Reserve Act of 1951, p. 9.
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disparage the idea that a reserve force could ever be part

of the Nation's first line of defense,30

The Cold War 1954-1963

Only the dead have seen the end of war.
Plato, 428-347 B.C.

Congress continued to produce legislation designed
to refine and clarify the laws pertaining to the Reserve
Components, while simultaneously expressing concern over both
the ability of the Reserve Components to quickly mobilize
and deploy, as well as the limited time available for
training., A 1954 Report of the Interim Subcommittee on
Preparedness discussed the need to reduce active force
levels and reduce military expenditures while retaining a
credible defense. :"We must have a reserve force which will
be able to take up this slack . . . , In fact the need for
trained men is more acute by reason of the suddenness of
modern warfare. Our civilian reservists of old were called
minutemen-~-the time factor in the Reserve today is egually

important."3! In the same report the Subcommittee noted

30rpaults in the Reserve Act,." Hanson W. Baldwin,
New York Times, 15 July 1952, p. 15. (Ann Arbor, Mich.:
University Microfilm, 1965).

31y.s., Congress, Senate, Committee on Armed
Services, Status of Reserve and National Guard Forces of the
Armed Services, Report of the Interim Subcommittee on
Preparedness of the Senate Committee on Armed Forces, S.
Doc. 91, 83rd Cong., 2nd sess,, 1954, p. 1. (Bethesda, MD.:
Congressional Information Service, 4520 East-West Highway,
CIlsS S11759, 1976).
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that the normal Reserve unit trains for only two hours a

week which, in many cases, did not justify issuing these
units complex equipment since they couldn't make effective

use of or maintain such equipment in just two hours a week.

‘"The average reservist is available for training for between

150 and 200 hours per year--the egquivalent of about four
weeks of.full-time active duty. It is difficult to instill
a recruit with an awareness of what is involved in military
duty in such a brief training period. The training is
merely familiarization for the great bulk of recruits."32

Continuing Congressional concern with the amount of
Reserve Componen; training available led to the passage of
legislation designed to insure that adegquate training time
would be available. In 1955, Congress established a minimum
of forty-eight scheduled drills or training periods annually,
as well as an annual training period not to exceed seventeen
days for all members of the Ready Reserve, except as speci-
fically provided by regulations prescribed by the Secretary
of Defense.33

Additional time for meaningful training was made avail-

able when, in early 1957, Department of the Army announced a new

321bhid., pp. 6-7.

33U.S., Congress, Senate, Providing For Strengthening
of the Reserve Forces, S. Rept, 840 to accompany H.R. 7000,
84th Cong., 1st sess., 1955, p. 6. (Bethesda, Md.:
Congressional Information Service, 4520 East-West Highway,
CIS S11816, 1976).
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policy ", « + which would regquire an initial training
period.of six months for Reserve Component enlistees . . . .
It was put into full effect on 1 January 1958 , . . .
Enlistees would now receive basic training from the active
force rather than in their home states."34 Prior to this
time, all Reserve Component enlistees were completely
trained within their own gnits. Because of the burden of
basic training reguirements, Reserve Component units had
concentrated on individual training to the detriment of unit
training needs. This policy change permitted a Reserve
Component enlistee to complete both Basic and, in most
cases, Advanced Individual Traininq before he joined his
Reserve Component unit for training. Reserve Component
units could now dedicate their limited training time to unit
training tasks as well as individval refresher training.

In 1959, the Reserve Components were reorganized to
bring them into close alignment with known mobilization
reguirements. This Army reorganization plan also attempted,
for the first time, to place:", . . specific units in
various priorities in accordance with their scheduled mob-

ilization and deploymenta"35 This was a significant departure

34rrc Gerald R. Leonard, ‘"Militia Policy: Roots and
Trends in the U.S. Reserve Forces," Professional Study: Air
War College, Maxwell AFB, AL, April 1976, p. 140,

350sD Project 80 (Army), Study of the Functions,
Organizations and Procedures of the Department of the Army,
Part 7, Reserve Components, October 1961, p. VII-3.
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from the previous policy of standardized amounts of training

time for all Reserve Components unit.. It represented a
return to the late 1940's concept of ‘tailoring the amount of
peacetime training to the individual unit's position on a
mobilization/deployment list,

Congressional concern for Reserve Component limited
training time was next manife;ted when the Reserve Forces
Act of 1963 changed the time reguirements for unit training

assemblies. This act:

e+ « o required unit training assemblies to be at least 4
[sic] hours per assembly. As this requirement made
weeknight training unpopular, the units went to weekend
training once a month. The effect of this change was
that units now trained two full days in a row each month
(called multiple unit training assemblies MUTA ) rather
than four evening meetings per month, Consequently,
unit proficiency improved.36

The Threat of War in Asia 1965-1970

Only when our arms are sufficient beyond doubt

can we be certain that they will never be employed.
John F. Kennedy: Inaugural Address
20 January 1961

The significant reliance that had been placed on the

Reserve Components by Army war planners became very evident

36coL william R, Coffey, interview held at Command
and General Staff College, Ft Leavenworth, Kansas, 26
February 1982 quoted in MAJ Sherwood E. Ash, 1"The Training
Aspect of Reserve Component Combat Readiness," Thesis,
Command and General Staff College, May 1982, p. 15,
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as Active Army forces were committed to South Vietnam in

1965, To improve overall military readiness, Department of
the Army formeé a Selected Reserve Force (SRF) in 1965 from
both National Guard and Army Reserve assets. The SRF con-
tained units that were considered to be so essential to suc-
cessful accomplishment of early wartime missions that they
would have to be ready for deployment with little or no
post-mobilization training. To support enhanced pre-
mobilization training, the SRF, initially composed of 744
National Guard and 232 Army Reserve units, was given a much
higher priority over other Reserve Component units for all
resources. Later designated as SRF I, these units ", . .
were authorized to be at full TOE strength, to receive full
logistic support, and to conduct up to 72{§id paid drills
annually, in addition to annual training."37 Following ini-
tial testing of the concept in 1966, the initial SRF was
divided into four categories to tailor additional training
time to the needs of individual units. The majority of SRF
units became Category II units performing fifty-eight
training assemblies annually, in addition to regular annual
training. The initial increase from forty-eight to seventy-

two training assemblies resulted in a significant retention

379allace c. Magathan et al., Tailoring of Reserve
Components Unit Training Assemblies and Unit Manning Levels

Vol 1 (Mclean, Va.: General Research Corporation, 1974 ),

Pe S.
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problem as conflicts with family and civilian employers -
quickly developed. However, as the U.S. commitment to
X South Vietnam gradually increased, the need for a truly

ready Reserve Component force led to the passage of the

Reserve Forces Bill of Rights and Vitalization Act of 1967, 7]
This act established a second SRF on a statutory basis to . ‘f
provide more Reserve Component units that could rapidly fi"i
deploy with little or no post-mobilization training. ! 4
In 1968, selected SRF II units were mobilized to meet :iﬁ;

the Active Component's needs during the rapid escalation of R
S

the Vietnam conflict. '"Virtually all SRF units mobilized in P;;1

1968 had to undergo complete unit training programs to

achjieve readiness for deployment. The training readiness

achieved by the SRF units was either overstated, outdated in s
the readiness reporting system, or lost."38

By September 1969, the political realities of not
mobilizing the Reserve Components for commitment to the Lfﬁ

Vietnam conflict, the less than successful mobilization of

selected SRF units, and the less than enthusiastic response '%24
to additional training time exhibited by SRF unit members 1led b
to cancellation of the program. '"The stated reason for the ’ E-ij
termination was that the 'improvement in readiness of |
Reserve Component and Active Army Strategic Army Forces . |

eliminates the requirement for an SRF as a separate entitya"39

381pid., pp. 6-7.

39National Guard Bu}eau, Annual Report, Fiscal Year
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In reviewing the SRF experience, the General Research
Corporation noted that all of the additional time devoted to
training by SRF units was conducted under the threat of an
imminent mobilization. :"However, SRF experience indicated
that additional training assemblies did in fact increase the
readiness of the participating units."40 Well publicized
Active Component participation in the Vietnam conflict,
problems with the Selective Service system, and public
dissatisfaction with the U.S. military in general, as well
as a reticence on the part of National leaders to declare war
(and possibly cripple the domestic :"War on Poverty") all
contributed to the decision not to fully mobilize the
Reserve Components during this period. It was in this
atmosphere that the Secretary of Defense, Melvin Laird, 4!

announced in August 1970, the Total Force Concept.

The Total Force 1970-1974

No nation ever had an army large enough to
guarantee it against attack in time of peace

or insure it victory in time of war.
Calvin Coolidge, Address, 6 Oct 1925

1969, Chief, National Guard Bureau, Washington, D.C., 1969
cited by Magathan, Tailoring of Training Assemblies Vol 1,

Pe 7.

“e
“e
-

4 40yallace C. Magathan et al., Tailoring of Reserve
Component Unit Training Assemblies and Unit Manning Levels B
Vol 2., (McLean, Va,: General Research Corporation, 1974 ), }3
P 23. R

4'Melvin R. Laird served as the nation's 10th .
Secretary of Defense from 1969 to 1973 during the period ‘
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The Total Force concept applied to the total
integration of all Active and Reserve Component planning,

resources, and employmment. Driven by the need to control

the growing defense budget while simultaneously assuaging -

the concerns of the Reserve Component community over their
long-term contribution to national defense, the Secretary of R

Defense in August 1970 announced:

« o o an increased reliance on the combat and combat

support units of the Guard and Reserves . . « .

Emphasis will be given to concurrent consideration of Lol
the total forces, active and reserve, to determine the ‘37"1
most advantageous mix to support the national strategy l“ud
and meet the threat . . . . Guard and Reserve units and S
individuals of the Selected Reserves will be prepared to S
be the initial and primary source for augmentation of ]

rapid and substantial expansion of the active
forces . . . .42

This decision to publicly reaffirm the nation’'s reliance

on the Reserve Components and to integrate them in every way

with the active forces was incorporated as part of our

when the draft was eliminated and the All Volunteer Force
came into being. From 1953 to 1969 he was a member of the o
House of Representatives and a senior member of its Defense i"
Appropriations Subcommittee. He is now Chairman of the -
Advisory Council of the American Council of the American .
Enterprise Institute’s Public Policy Project on National

Defense. SR

42melvin Laird, Memorandum for Secretaries of the
Military Departments, Chairman, Joint Chiefs of Staff,
Director, Defense Research and Engineering, Assistant
Secretaries of Defense, Department of Defense Agencies, 21
August 1970, p. 2.
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national policy by Congressional action during the same time
period that the Nixon administration launched the :"all-
volunteer Army+" Both the Military Service Act of 1971 and
the Defense Authorizaiion Act of 1973 called for the Reserve
Components to be the initial and primary source of augmen-
tation for the Active Component in any future emergency.
As Leon43 pointed out in his study of the Total Force con-
cept, '"". . . the Reserve Components have now become the
only option that is available to the President for expanding
the military force until legislation to implement the draft
can be implemented.x"44

The Office of the Secretary of Defense (0SD) con-~
ducted a comprehensive review of the Reserve Components in
1971, The OSD Reserve Component Study was undertaken to
identify manpower, equipment, ;nd training needs to develop
the best methods to use the Reserve Components within the
Total Force concept. Among the final study recommendations

were:

e currently authorized manning levels for Reserve com-
ponent units be recognized as optimum or near optimum
and major revisions should not be attempted.

43colonel Gustavo A. Leon just completed a three-
year assignment as the USAEUR Senior Army National Guard
(ARNG) Advisor and is the Senior FORSCOM ARNG Advisor,

441L7C Gustavo A. Leon, "Total Force Concept, Reality
or Myth?," U.S. Army War College, Carlisle Barracks, Pa., 21
November 1975, p. 1.

33




R T P )

® selected units be regquired to attain battalion-level
orientation or proficiency annually.

o twelve additional assemblies be authorized where
required to early deploying units, and legislative
revision be reguested for reduction of unit assemblies
where not reguired.

e provide full-time Reserve Component cadres in head-
quarters of the early mission divisions and separate
brigades and at each organic subordinate headquarters
to company level,45

e use Reserve Component units to roundout Active Army

Divisions reduced by removal of a number of its
maneuver battalions.46

The study also warned that ‘"as readiness and deployment
plans and schedules become more exacting, the requirements
which must be imposed upon individual reservists (and
indirectly, upon their families and employers) ;ill be
growinqa"47 This study was to have far-reaching impact on
the organizations, missions, and training programs for the

entire Army and set the stage for the development of several

45The Study recommendations eventually led to the
development of the Affiliation and Full Time Manning (FTM)
programs as well as higher annual training goals for
selected units. For a detailed discussion of the
Affiliation Program see pp below and for the FTM Program
see pp below. )

46y.s, Department of Defense, :"Office of the
Secretary of Defense Reserve Components Study," Vol 1, MG
Ellis W, Williamson, Chairman, Washington, D.C., July 1971,
pp. 39-42,

47y,s, Department of Defense, "Office of the
Secretary of Defense Reserve Components Study," Vol 2, MG
Ellis W, Williamson, Chairman, Washington, D.C., July 1971,
p. VII-II.
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separate programs designed to improve Reserve Component

unit readiness.
With the O0SD Study recommendations and emerging
readiness programs in hand, then Secretary of Defense James

Schlesinger48,in a 23 August 1973 memorandunm, strengthened

the Total Force concept by noting that :"the Total Force is
no longer a ‘'concept'., It is now the Total Force Policy
which integrates the active, Guard, and Reserve forces into
a homogenous whole."49 1In the future, Reserve Component
programs to increase manning level, improve equipment, and
enhance training were to receive priority.

In 1974, Congress gave the President authority for a
limited mobilization of the Reserve Components (originally
50,000 soldiers, it was subseguently increased to 100,000
soldiers in 1980) without the need for a declaration of war
or national emergency. Commenting on that authority, William

Brehm,so then Assistant Secretary of Defense for Manpower

480uting the period 1969 to 1975, James Schlesinger
served as Assistant Director, Office of Management and
Budget (1969-70), Chairman, AEC (1970-71), Director CIA
{(1971-73), U.S. Secretary of Defense (1973-75), He is
currently Senior Advisor to the Center for Strategic and
International Studies and Senior Advisor, Lehman Bros., Kuhn
Loeb Inc.

43"The National Guard as a National Priority,"
National Guard 35 (December 1981): 13,

50william K. Brehm held this position from 1973-1977.
He began his career in government as Director, Land Forces
Proarams in the Office of Secretary of Defense in 1964, He
is now Chajirman of the Board of Systems Research and
Applications Corporation.
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and Reserve Affairs noted that ‘" . . . if our Total Force--

active and reserve--has the clear capacity to deploy rapidly

in a crisis situation, we both reduce the chance of our for-

ces being needed, and assure ourselves of a better outcome -

if they are."™5!

The 1792 concept of an unpaid, unstructured militia
had slowly evolved during a 182-year period into a Total
Force Policy that considered the Reserve Components as an
integral part of our military forces for national defense.
Since the 1930's, Congressional concern over our ability to
rapidly mobilize and deploy a citizen-soldier force resulted
in ﬁew structures and organizations, new plans and concepts,
and new eguipment and training procedures to meet the needs
of national security. The 1940's categorization of units
and training time and the 1960's SRF experiments with
increased unit training assemblies reinforce the contention
that throughout this period the Department of the Army was
responding to both the needs of the times and the original
intent of Congress. That is, to create a Reserve Component
that would be capable of immediate mobilization and
deployment with little or no post-mobilization training. v
The Total Force of 1974 was certainly not the immediately
deployable force envisioned. However, the Total Force Policy

set the stage for the development of a multitude of programs

S5%*National Guard as a Defense Priority," National
Guard 35:113,
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designed to improve Reserve Component readiness. :"The total

force unguestionably is one of the most important develop-

ments of the past several decades in the U.S. military
establishment, giving each of the three components--Active,
Guard, and Reserve--vital significance both in the
assessment of immediately available combat power and the

dynamics of deterrence."52

The Total Force 1974-1977

There are two things to aim at in life: first,
to get what you want, and, after that, to
enjoy it. Only the wisest of mankind achieve
the second.
Logan Pearsall Smith, Afterthought

Much has been written since 1974 concerning Reserve
Component readiness. A thorough review of the many studies,
reports, essays, and articles written in the last decade
reveals that most authors and analysts consider readiness to
be the result of a proper mixture of eguipment, personnel,
training, and time. Those that have add;essed readiness
examined equipment and found it to be o0ld and/or short
supply, examined personnel and (at various times) found
shortages or overstrengths, and examined training and found
it to be useless, meaningful, and/or satisfactory. With

just a few notable exceptions, most analysts and authors

525 status Report on the Army National Guard and the
United States Army Reserve (Arlington, Va.: Association of
the United States Army, 1980 ), p. 1.
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have ignored the last element of readiness--the available
time in which to plan and train for mission accomplishment.
Only recently have Reserve Component leaders begun to
allude to the time factor as one of the maéor problems inhi-
biting readiness in this decade.

0OSD conducted a special program during the period FY
72 to FY 74 to test some of the recommendations made in the
1971 OSD Study. The test varied the amounts of additional
unit training time in the form of unit training assemblies
(UTA), additional training assemblies (ATA), additional active
duty for training (ADT), and full-time personnel in an
attempt to reduce post-mobilization training and increase
units' rapid deployability. In reviewing the conduct and
results of this test program, General Research Corporation
analysts found that the tailoring of both unit training
assemblies and manning levels were both feasible and
desirable. The amount of additional training time could be
managed by U.S. Army Forces Command based on post-mobiliza-
tion training regquirements and unit deployment dates. The
General Research Corporation Report noted that additional
training can lead to improved training proficiency in
Reserve Component units, particularly those in which the
turnover of key personnel is moderate. It also reported
that approximately fifty-four unit training assemblies (UTA)
equivalents per maneuver unit per year were needed for the

attainment of company-level proficiency, and at least sixty
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would be needed for attainment of battalion-level profi-
ciency.s3 A possible negative effect of additional training
time was identified in terms of the impact on Reserve
Component unit members' morale and career development, as
well as Reserve Component recruiting potential. This impact
was dismissed since "the concept of tailoring UTA egquiva-
lents should be acceptable to a majority of RC personnel,
since almost two-thirds of them would belong to units eli-
gible for ATA's, one-guarter retaining 48 UTA's, and one-
seventh only to units suffering a reduction of UTA's."54 The
rebort conciuded with the recommendation that the Department
of the Army adopt the concept of tailoring Reserve Component
unit training assemblies and manning levels in accordance
with overall mobilization and deployment requirements.
Chiorini, in commenting on the 0SD Study, noted that
there is a direct relationship between training readiness
and costs. He said that ‘"as the amount ¢f post-mobilization
time is reduced . . . the ability to achieve readiness in a
sudden surge becomes more dependent on the expenditure of

funds and resources with costs increasing dramatically as

53Magathan, Tailoring of Training Assemblies, Vol 2,

p. 162,

54Magathan, Tailoring of Training Assemblies, Vol 1,
pp. VI-14,
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post mobilization times are reduced towards zero«"55 This
is significant in that he formally recognized that trade-off
involved in buying higher levels of pre-mobilization readi-
ness to offset faster deployment schedule requirements., As
noted in chapter one,56 as more resources are directed
toward the Reserve Components for pre-mobilization training,
a point is reached where defense planners should conclude
that further resources for pre-mobilization training could
be better spent on the Active Component. Indeed, Chiorini
predicted that as the desire for faster mobilization and
deployment increases the associated costs of Reserve
Component readiness in the pre-mobilization period will also
increase.>’

These recommendations for more pre-mobilization
training time were somewhat offset by a 1975 General
Accounting Office (GAO) report of its investigation into the

quality of Reserve Component training. The report:

« « o estimated that 43 percent of the time the reser-
vists got paid for in fiscal 1974 was wasted either
through idleness or through doing jobs other than

5530hn R. Chiorini, Litton Systems, Inc. Support for
the OSD Reserve Component Study, Vol 1. (Sunnyvale, Ca.:
Mellonics Systems Development, t Mar 75 ), p. 45.

S6por the initial discussion on this trade-off see
Chapter 1, p. 2 above.

57chiorini, Litton Support for OSD Study, Vol 1, pp.

9-10.
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their military specialities . . ., . This waste
amounted to 15 million days and cost about §$1t,2
billion out of $2.7 billion the taxpayers paid that
year in drilling reservists.>8

The guality of available training time would divert atten-
tion from the question of gquantity of time sporadically for

the next several years,.

The Literature of 1977-1978

A wise man in time of peace prepares for war.
Horace: Satires I1l,c,30 B.C.

Colonel Daniel Gans39 suggested in a 1977 Army
article the adoption of a cyclic annual training plan to
achieve battalion~level training status similar to that used
successfully by the Israeli reserves. He based his concept
on the limited post-mobilization time that would be
available for key Reserve Component units to attain their
readiness objectives by M+30 and he concluded that their
pre-mobilization objective must be battalion-level

training.60 COL Gans reviewed two cyclical annual training

58+vRegervists Given Added Stature, More Training",
George C. Wilson, Washington Post, 26 January 1976, p. A4.
(Wooster, Oh.: Micro Photo Division, Bell and Howell, Old
Mansfield R4d., 1976).

59coL Daniel Gans, USAR, retired, was for eight years
Deputy Commander of the 181st Separate Infantry Brigade. 1In
1977 he was a consulting nuclear engineer with a Boston firm,
60coL Daniel Gans, '"The Israeli Way and U.S.
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plans and proposed the adoption of the best aspects of both
plans for U.S. Reserve Component use. The Israeli reserve
has a seventy-two hour mobilization capability, with an
active duty cadre of eight to ten percent of TOE. Their
training is based on a four-year plan that follows a regqular
but flexible cyclical seguence. Their cycle starts in year
one at unit through company level training, progresses
through years two and three at battalion- and brigade-level
training respectively, and concludes in year four with
division-level training in large-scale exercises. There is
no provision for post-mobilization.training and they are
conside;ed immediately available. The U.S. Marine Corps
Reserve has a planned M+30 deployment capability with an
active duty cadre of four percent. The Marine Corps Reserve
plans recognize the time limitations imposed on pre~mobiliza-
tion training and rely on a comprehensive five year cycle.

A gsignificant part of their cycle is at battalion and
combined-arms level with nine divisional infantry battalions
engaged in five special operations each year during their
annual ttaining.61 He suggests that U.S, Reserve Component
inactive duty training (IDT) and annual training (AT) could
be the egquivalent of at least five weeks of training

annually by making the optimum use of available training

Reserve, Guard Readiness,” Army, (February 1977), pp. 19-20,

611pia.
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time, COL Gans concluded that cyclical training, coupled
with better management of both IDT and AT, would provide a
more responsive and deployable Reserve Component.62

Others have reviewed the successes of the Israeli
Reserve system and proposed its application to both the
National Guard and the Army Reserve. In the May 1977 issue

of Military Review, Captain John Fishel63 proposed adoption

of an Israeli~like system for the U.S. Reserve Component.
Fishel noted that, despite pre-mobilization training, little
or no training time was saved by the Reserve Component mobi-
lizations for World Wars I or II, Korea, the Berlin crises,.
or Vietnam, He pointed out that "if the reservist cannot
carry out the assigned missions, then all the money paid out
for the part-time soldier is wasted."64 He believes that "an
RC unit should be deployable within 72 hours . . . because

they will not have 30 days to mobilize and 30 days to

deploy. They will be needed immediately."65 pjghel recom-

mended establishing a thirty~consecutive~day annual training

621hid., pp. 22-23.

63tn 1977 CPT John T. Fishel, USAR, was a mobiliza-
tion designee with the Office of the Assistant Chief of
Staff for Intelligence, Department of the Army, and a member
of the USACGSC Consulting Faculty. He was, and still is, an
associate professor of political science at the University
of Wisconsin.

64cpr John T. Fighel, "Effective Use of the Reserve
Components,” Military Review, (May 1977), p. 59.

65tbid., p. 60.
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period with most, and in some cases all, inactive duty
training eliminated. Adoption of this concept would result
in a leaner, more cost-effeptive, less expensive and better
trained Reserve Component.66

The General Research Corporation also reviewed the
training concepts of the Israeli Reserve and concluded that
'"if the test of a réserve system's effectiveness is the abi-
lity to mobilize rapidly and perform well on the battle-
field, then the Israeli system has proved effective."67
Their report noted that, like the U.S. Reserve Component,
the Israeli Reserves conduct training for about forty days a
year and identified two major differences in training philo-
sophies. One difference is that training is conducted
during forty consecutive days a year rather than being
divided among twelve months, The other difference is the
full participation of the active Israeli Army in planning
and conducting Reserve Component training, rather than the
complex system employed by U.S. Reserve Components.68

Major Sherwood Ash, in his study of the training
aspects of Reserve Component readiness, concludes that the
Israeli- system is more effective than the U.S. system

because of the better use of available training time and

661bid., pp. 61-62.

67General Research Corporation, Analysis of the Army

Regserve System of Israel, Canada, United Kingdom, Federal
Republic of Germany, and the Netherlands, (May 1977), p., 1.

681pigd., p. 12,
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higher quality training assistance. He suggests that
Reserve Component units that are part of the early
deploying Total Force deserve more than an improvement on a
1960's system; they deserve a system such as the Israeli
Reserve system, where their readiness would be assured. He
concludes that to significantly improve readiness, current
laws must be changed to increase thé training time available
for early deploying units .69

Captain Roy Werner’0 guestioned the viability of
Reserve Component deployment schedules in a 1977 Military
Review article. He argued that Reserve Component units,
both combat and -"surge" logistical units, should be ready for
deployment within thirty days of mobilization and suggested
that the elimination of some nonpriority Reserve Component
units may be desirable, :". . . especially those with job
specialties for which civilian skills are easily trans-
ferable. The savings from the elimination of these unne-
cessary units then could be directed to . . . tailoring

training of other Reserve units to specific missions s"7!?

69Maj Sherwood E. Ash, Jr., '"The Training Aspects of
Reserve Battalion Combat Readiness," U.S. Army Command and
General Staff College, Ft. Leavenworth, Ks., May 1982,
PP.33-56.

701n 1977 CPT Roy Werner, USAR, was a Legislative
Agsistant to Senator John Glenn, He had served with the
White House Conference on Youth, the Oxford University
Strategic Studies Group and the Federal Energy
Administration. He was a Ph.B. from Oxford and was a Ph.D,
candidate.

Ticpr Roy A. Werner, '"Are U.S, Reserve Forces bveras
viable? ," Military Review, (April 1977), p. 28. e
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Colonel Irving Heymont72 also questioned the ability

of Reserve Components to be ready on time in a March 1978
Army article. He began his analysis with a review of the
assumptions upon which the Total Force had been developed

and pointed out that:

The Army system assumes that a unit composed entirely of
reservists~--~the preponderance of which have no active-
service experience in units-~-can on its own achieve and
maintain company~-level proficiency in peacetime by
annual training, equivalent to 39 days a year and with
only two continuous weeks, and with an annual tur-
bulence rate of 25 percent or more. No other country
makes such an asssumption.73

Heymont agrees that reserve forces could achieve a much
higher level of pre-mobilization training if additional
training time were available. He, too, proposed the elimi-
nation of selected reserve units, based on unsatisfactory
strength or proficiency levels, to provide the necessary
resources to support the additional training. Heymont
concluded that, based on the 1978 threat, the Reserve

Component training system was inadequate to permit the

721n 1978 coOL Heymont, USA retired, was Director,
Regsource and Policy Analysis Department, Operations Analysis
Division of the General Research Corporation. He and his
associates also conducted an analysis of mobilization readi-
ness discusgssed below,

73coL Irving Heymont, "Can Reserve Units Be Ready On
Time? ," Army, (March 1978), p. 24.
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Reserve Components to meet their readiness and deployment
missions.’4
Fishel again addressed the gquestion of readiness in

a November 1978 Military Review article. He identified

several wartime scenarios and. the Reserve Component roles
and missions associated with each. Fishel noted that U.S.
credibility, in every case, depended on the readiness
posture of the Reserve Components and that, while training
had improved over the past several years, problems remain.
He postulated that the Army had set its minimum readiness
goal too low and, with proper use of available pre-
mobilization training times, higher readiness could be

achieved.?3

"Come As You Ara" 1979-1980

Civilized governments ought always to be
ready to carry on a war in a short time-
they should never be found unprepared.
Jomini: Precis del'Art de la Guerre, 1838

Sharrett’® believes that, while increased reliance

on the Reserve Components clearly equates to a need for high

741pbid., pp. 25-26.

75¢pPT John T. Fishel, '"Ready For What? The Army's
Reserve Components," Military Review, (November 1978), pp.
24"33.

761n 1979 Major Thomas B, Sharratt was serving as an
Army advisor to the Iowa National Guard. He earned a
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readiness, they are not capable of accomplishing the mission
assigned to them in contingency war plans. In a June 1979

article for Army, he wrote that .“there is no doubt that time

is the most significant limiting factor in determining how v
much training can be accomplished in a reserve unit«®?7 1In ¢
examining training time, Sharrat notes that, rather than the .
commonly recognized thirty~-eight days a year in which to

train, because of many distractions, a unit commander may be ..
able to devote only nineteen days to actual MOS .or unit train-~
ing. He wrote that "today's Reserve Components are reguired to
operate and maintain vastly increased numbers of complicated e
equipment within the same time constraints that applied 50
years agOa"79 Sharrat also identifies mid-weekend of annual
training, personnel action, preparation for inspections, -
medical reguirements, travel time, and state-assigned :
mission training as time consuming distractors. To meet all “{
of these distracting demands and still conduct unit mission —
training requires that unit members donate hundreds of
manhours in an unpaid status annually. To the time problem,

he proposes two possible solutions., One would be to increase

Master's degree from Purdue University and has served in -
Vietnam and Europe. .

77MAJ Thomas B. Sharratt, "Full Partners at Last, .
But How Ready?,." Army (June 1979), p. 43,

781bid.
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the amount of paid preparation and training time and the
other would be to increase the number of full-time tech-
nicians to support unit training.7?

The Association of the United States Army_(AUSA)
also recognizes the many distractions to meaningful training
and believes that the keys to solving these kinds of

problems are innovation and flexibility.

Guardsmen and Reservists can devote only a fraction
of the time to the military side of their lives that
active soldiers devote to their fulltime profession.,
Consequently, the need for flexibility assumes real
significance in such commonplace areas as admin-
istrative requirements and training that's not
mission related to the Guard/Reserve environment.890

In his Total Force study, LTC Leon compared the time
devoted to Reserve Component training and highlighted the

great disparity between the Active and Reserve Components.

He noted that the Reserve Components train for 280 hours per
year. This time is made up of 192 hours of unit training

assemblies (UTA's) and an average of eighty~eight hours of

annual training devoted to mission training. This equates
to approximately seven weeks a year devoted to training, com-

pared to approximately forty-five weeks a year available to ;glg3

79tbid., pp. 43-44.

80a status Report on the Guard and Reserve, p. iii.
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{ the Active Component.8! The Reserve Components are not the
mirror image of the Active force.

Colonel John Dew Pelton also questioned whether a

Reserve Component unit could realistically achieve readiness
in just 192 hours of training per year. In his 1975 essay,

he presented the results of a unit commanders' opinions survey
he had conducted and concluded that an additional ninety-six
hours of paid drill time per year would be required to

achieve unit readiness objectives.82

For a Reserve Component unit, IDT is a series of starts
and stops wherein a new beginning is made each time.
Continuity is hard to achieve because many of the
lessons learned in a previous period have to be reviewed
to insure understanding. Time is used in nontraining
activities. Each time a soldier has to make the tran-
sition from civilian to soldier and too many times, he
brings his problems with him from home .83

Like Sharrat, Dew Pelton attempted to identify the unit
mission training detractors and said that '"it becomes evi-
dent that 192 hours per year is not an adeguate amount of

time if we sum up the distracted times gathered from the

81Leon,v“Tota1 Force Concept," p. S.

82coL John Dew Pelton, '"Reserve Component Combat
Readiness in 192 Hours Per Year?," U.S. Army War College,
Carlisle Barracks, Pa., 17 October 1975, pp. 19-29.

831bid., p. 33.
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unit opinion survey . . . . A total of 83 hours are devoted
to distractors."84 As Fishel had suggested earlier, Dew
Pelton made the point that, while it is apparent that more
time is obviously reguired, he didn't believe that Congress

would appropriate more money to support it unless Reserve

Component commanders make better use of their units’'
training time through good training management.85

In late 1979, the Office of the Deputy Assistant
Secretary of Defense for Reserve Affairs published a report
that reviewed both the Guard and Reserve and emphasized the

reliance being placed on the Reserve Components.

The key element of the ability of NATO to react to a
major non-nuclear attack by the Warsaw Pact with little
or no warning is the ability to move large numbers of
military forces from North America to Europe in the
early days of the crises. Many of the forces that must
move . . . Starting at M-day are in the National Guard
and Reserve Force . . . .86

The U.S. response to this Warsaw Pact challenge must be
" . + .+ come as you are employment of Active and Reserve
Forces, There will be little or no time available for post-

mobilization manning, equippiné, and training of the Reserve

841pid., p. 10.
’ 851pid., pp. 19-20.
86y.,s. Department of Defense, Office of the Deputy
Agsistant Secretary of Defense (Reserve Affairs), "Review of

the Guard and Reserve," Washington, D.C., 26 December 1979,
p. 3.
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Force."87 TfThis report emphasized the need for a higher
peacetime readiness for the Reserve Components than ever
before and predicted that "by the mid 1980's all Reserve
Components will be scheduled for employment or deployment
in the first four months after M-day."88 The report also
noted that, with little or no post-mobilization training
time possible, every effort must be made to provide indivi-
duals in the most demanding skills more than just forty-

eight assemblies per year.

High readiness ratings have been achieved by units in
which personnel are authorized more than 48 training
assemblies per year. Authorization of additional
training assemblies (ATA) would reduce or eliminate
post-mobilization training and thus permit employment of
mobilized Reserve Forces in the early, critical days of
a major war.89

This was not the first mention of the need for :"come as
you are” readiness. As early as 1976, General Bernard

Rogersgo said "we must make an assumption here that the next

871pbia.

881pid.
891bid., p. 23.

901n 1976 General Rogers was the FORSCOM Commander. He
became the Commander-in-Chief of European Command and
Supreme Allied Commander, Europe in 1979 after serving as
Army Chief of Staff. He is a U.S. Military Academy graduate
and attended Oxford University as a Rhodes Scholar,
receiving a Bachelor of Arts and Master of Arts in
Philosophy, Politics, and Economics.
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war is going to be long enough to use most of the reserve
components sic that we have in the structure . . . . 1It's
going to be a 'come as you are' war, You're going to have
to come with the eguipment you've got . . . an91

Major General Emmett Wwalker92 emphasized the need
for ‘"come as you are readiness” in an article in the October

1979 edition of Army magazine.

The term 'come as you are' has very real meaning.
Shorter schedules will effectively preclude receiving
filler personnel, additional equipment, or supplementary

" training before going overseas. The transition from
unmobilized Guardsperson to deployed soldier ready for
combat may be accelerated to the point where the entire
process will require less than a week.23

Countering the Rogers/Walker position on the ability
of Reserve Component units to respond to a :"come as you are"

war, the 1980 AUSA report on the status of the Guard and

9%"come As You Are War Concerns General,"” Washington
Pogst, 26 January 1976, p. A4, (Wooster, Oh.: Micro Photo
Division, Bell and Howell, 0Old Mansfield R4A., 1976).

921n 1979 MG Emmett H. Walker, Jr. was Director,
ARNG, National Guard Bureau in Washington, D.C. Enlisted in
the Army in 1942 and commissioned from OCS in 1944, he
served in Europe before separating from active duty in 1946,
He joined the ARNG in 1951, served with the Far East Command
during the XKorean War and returned to ARNG status. He
returned to active duty in 1976 as Deputy Director and was
appointed Director in 1978. 1In 1982 he was appointed Chief,
National Guard Bureau.

93MG Emmett H. Walker, "Working Toward 'Come As You
Are' Readiness," Army, (October 1979), p. 82,
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Reserve emphasized that the Reserve Component is not the

mirror image of the Active Component.

.Guard and Reserve units are not active units. They have
their own dynamics rooted in their civilian community
and based on such factors as the limited time they can
spend on military matters. Shortages in training sites,
equipment, personnel, and above all, time, inhibit their
operations and make it necessary to use shortcuts and
expedients where possible.94

A 1978 Congressional Budget Office study observed
that ‘"the reserves have problems . . . as a result, the Army
reserves |§eserve Componentﬂ today might not be ready to
meet the increasing demands placed upon thema"95 The report
noted that recent trends of thought about the nature of
future conflict, coupled with increased strength in Warsaw
Pact forces, have stressed earlier‘use of the Reserve

Component. After considering constraints to higher readi-

ness, the report postulated several alternative roles for the

Reserve Components.

Different notions about these criteria--costs, the
nature of a war the reserves [Reserve Components] might

945 status Report on the Guard and Reserves, pp.

28-29-

95Congressiona1 Budget Office, Improving the
Readiness of the Army Reserve and National Guard: A
Framework for Debate, (February 1978), p. ix.
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help fight, and particularly, their ability to be
effective in such a war~-suggest three broad choices of
role of the Army reserves Reserve Components . The
United States could seek a highly ready reserve Reserve
Component capable of assisting in all phases of a war.
The nation could emphasize the reserves ([sic] intended
for use early in a war. Or, the reserves E&Eﬂ could be
limited to acting as a hedge against a long war.96

Associated costs of all three options were identified and
the report noted that ‘"on a man-for-man basis, Army reserves
Reserve Components are about five times as cheap as active
forces. Even with all the readiness improvements discussed
in this study, the reserves sic are unlikely to be more

costly on a man-for-man basis."97

The Debate Continues 1981-1983

Be Prepared
Motto, Boy Scouts

The trend in extending new r:.ssions, more training and
planning requirements, and more reliance on the Reserve
Components has accelerated in the past three years. The
remainder of this chapter will briefly review the literature
of the 1980's to survey the positions and concerns of key
Reserve Component leaders and policymakers in regard to

limited training time.

961bid., p. xii.

971bid., p. x.
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General Robert Shoemaker,98 in noting the dramatic
changes in the role of the Reserve Components in the 1970's
and the increased reliance being placed on the Reserve
Components for immediate response, stated ". . . we're not
as ready as we should be and would like to be. Even though
that has always been true in peacetime the state of the
modern world requires that our preparedness reach and be
sustained at much higher levels."99 General Shoemaker was
very aware of the total disappearance of lagtime. He often
spoke of the luxury of a systematic and time consuming
buildup of Reserve Components that the U.S. used to enjoy.
He would remind the Forces Command staff that any lagtime
has been exhausted by modern technology.’o0

The National Guard Association of the United States
(NGAUS) has repeatedly taken the position that the "Guard
and Reserve forces must be prepared and maintained in a
state of readiness for immediate use should the need

arise,"101 To attain this high state of readiness, NGAUS

98General Robert M. Shoemaker was the Commander of
U.S. Army Forces Command in 198t and had the responsibility
for setting training standards for the Reserve Component.
Commissioned Infantry upon graduation from the U.S. Military
Academy in 1946, he served a distinguished career until his
retirement in 1982,

99General Robert M. Shoemaker, Enhancing RC
Readiness,” The Officer, (March 1981), p. 18.

1001 gerved on the FORSCOM staff under General
Shoemaker from 1979 until his retirement in 1982,

101n1982-83 Position Statement of the National
Guard Association of the United States," National Guard 36
({December 1982):15,
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has taken the position that ‘"the National Guard should BE

authorized and funded for additional training. Two weeks
of annual training may not suffice,"102

Major General Herbert Temple1°3 has recently begun
an effort to envigorate peacetime training for National
Guard units. He has continually spoken out on the "myth"” of

extensive post-mobilization time.

One.of the great myths of the Army National Guard is an
expectation that there will be time at the mobilization
station to complete training to be combat ready . . . .
From hereon, the drive will be that the annual training
period will be as close to the post-mobilization period
as possible and it will be reflective of the early
battles that we'll have to fight. That means a totally
different approach to how we conduct annual training.104

He has also undertaken an effort to elevate the level of
peacetime training in the National Guard above company level
and is now stressing both battalion/brigade-level training

and units capable of conducting combined arms operations.‘o5

1027 The National Guard as a National Priority,"
National Guard 35 (December 1981):39,

103MG Herbert R. Temple became Director of the ARNG
in 1982 after four years as Deputy Director. Enlisted in
the ARNG in 1947, he saw combat in Korea as an NCO,. He
received a direct commission in the ARNG in 1952 and, for the
next 22 years, held command and staff positions at all
levels. MG Temple holds a Master's degree from Shippensburg
State College, PA,

1047There Won't Be Time for Post-Mobilization
Training," National Guard 36 (December 1982):20,

105MG Herbert R. Temple, Jr., '"The National Guard
Must be Ready", Army, (October 1983), p. 131,
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This concept of higher level and combined arms training

in a pre-mobilization environment was the subject of a 1980

General Research Corporation study which found that:

v
The last major factor militating against the rapid ) .
availability of combat-ready Reserve Component units is AR
organizing these units at too high a level. Large for- .
mations such as divisions and brigades require more
training time and experienced leadership than smaller )
formations such as battalions.106 . —
L
Despite this caution and the limited training time ";Q
available in which to conduct higher level and combined arms .
L.
training, the current emphasis remains on high-level pre- A .
mobilization training. MG Temple again emphasized ‘"go to xnf
war” readiness and stated that: v
L.
The demands of the present day threat have erased the ?”J
comfortable cushion of time that once served to afford e
Guardsmen months to prepare for the rigors of battle. L:q
Mobilization will not allow for months or weeks of pre- i
paration. Guardsmen must be ready today! 107 T
In stressing both higher-level training and maximum use of Qﬂi
)
limited time, MG Temple told attendees at a recent NGAUS con- —
vention that the National Guard will be reguired to assume ;;T
more missions; therefore, it must be gualified to do so with o
oL
1°6Irvinq Heymont and Joseph E. Muckerman, nl
Mobilization Readiness Selected Priority Reserve Component .
Units, Part 2 (McLean, Va.: General Research Corporation, :Qk
February 1980 ), p. 1-11, =
107Temple, ‘"National Guard Must Be Ready,” p. 118, Ft—
58 g
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adeguate training. '"He also urged the states to use inac-

tive duty training periods for individual weapons qualifica-

2 A
P

tion and the annual training periods for combined arms

trainingﬂ"1°8

National Guard Bureau Chief LTG Emmett Walker

:
:

strengthened BG Temple's arguments with a recent letter to

state adjutants general in which he stated:

More Reserve Component units than ever before have been
assigned high priority roles . . . . Our goal must
naturally be to field a combat ready force., We cannot
let these changes in mission and organization deter us
from our ultimate aim of bringing NG units up to unpre-
cedented readiness levels.109

In recent testimony before the Senate Subcommittee

on Preparedness, Brigadier General Randall Peat!10 pointed

N out that:

The most demanding requirement placed on Guard and

Reserve Forces is the ability to participate in a major

conventional war in Europe that begins with little or no

: warning and is of such high intensity that many Guard
and Reserve Forces must be capable of deployment and
employment within the first 30 days.111

. 108n1o Ready the Force with Increased Training,"
National Guard 37 (February, 1983):83.

° 102npe Ready Despite Changes, Says Guard Chief,"
Larry Carney, Army Times, 29 August 1983, p. 31.

110G pPeat, USAF, is Assistant Deputy Director,
Force Development and Strategic Plans, Plans and Policy
Directorate, Organization of the Joint Chiefs of Staff.

111y.s., Congress, Senate, Committee on Armed
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In his testimony before the same Subcommittee, Dr. Edward
Philbin emphasized the critical reliance now being placed

on the Reserve Components by the Department of Defense.
"Within the first 30 days . . . there are substantial per-
centages of Reserve Components which will be deployed

right up front, and I might add that in the Rapid Deployment
Force there are gquite a number . . . which are intended to go
within hours«"1'12 Following Dr. Philbin's testimony, General
Shoemaker stated the case for pre-mobilization training as

plainly as it could ever be said.

The Total Force has resulted in the National Guard and
the Army Reserve assuming roles in the current Army
strategy which are vastly different and far more impor-
tant that what was the case 10 years ago. Many units
will be performing wartime missions within hours and days
of their callup. None will have the luxury of months of
post-mobilization preparations in the tradition of our
historical experience.l13

This literature review concludes with a few words from

Services, Status of the Guard and Reserves, Hearings Before
the Subcommittee on Preparedness of the Committee of Armed
Services, 97th Cong., 18t sess., 1981, p. 13. (Bethesda,
MD, : Congressional Information Service, 4520 East-West
Highway, CIS, 5201-30, 1981).

1125¢tatus of the Guard and Reserve, Hearings Before
the Subcommittee on Preparedness, pp. 21~22,

1131pida., p. 46.
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General John Vessey,114 current Chairman of the Joint Chiefs

of Staff. General Vessey began his long military career as
a sixteen~year old enlistee in the Minnesota National Guard
and has not forgotten about Reserve Component readiness and

pre-mobilization training.

My outfit in World War II was one of the first to fight,
but it has been on active duty for a long time. That's
not going to be the case for the next war . .« . . We
can expect Army Reserve Component units in the very
first days to round out our deployed forces . « . . It
means that the Reserve Components have to be readier
than they have ever been.115

Summary

The real objective of having an Army is to

provide for war.
Elihu Root: Annual Report of the

Secretary of War, December 1899
In reviewing the pertinent literature, this study has
revealed that all sources reviewed and cited have identified

limited pre-mobilization training time as one of the

Y14general John W. Vessey, Jr., Chairman, Joint
Chief of Staff, has served in the U.S. Army for over 40
years. He was a 1st SGT when he received a battlefield com-
mission in 1944 at Anzio beachhead, Italy. His recent
assignments include Commander of all forces in South Korea
and Army Vice Chief of Staff.

115p7Cc Charles G. Cavanaugh, Jr., '"From Private to
Chairman 1st SGT Was Toughest," Soldiers, (September, 1983),
p. B.
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critical aspects of Reserve Component unit readiness.
Several critical facts and two general positions have !
emerged in regard to the continuing problem of limited pre-

mobilization training time. The facts include: ¥

e The Congressional intent behind passage of the Armed
Forces Reserve Act of 1952 was for an immediately
available Reserve Component that would be fully
deployable and ready to fight upon mobilization.

e Adeguate training time available in pre-mobilization o
has been of concern to Congress since 1947,

e Department of Defense war planners have gradually
increased their reliance upon the Reserve Component
and now expect a significant number of units to deploy
with no post-mobilization training.

e Department of Defense policymakers and Army Commanders

are cognizant of the shortage of time but insist that,

despite this handicap, the Reserve Component must be

ready.

Among all the analysts and authors who have examined this
subject, two general positions have emerged: )
® One school believes that with the use of better manag-
ement techniéues, reorganization of peacetime
training schedule concepts, and/or proper use of . L__

training time through reduction of distractors and

prioritization of training tasks, the Reserve
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Components can be ready in time to meet mobilization

and deployment schedules.

e The second school contends that mobilization and

w deployment schedules will be met only if Reserve
Component units are provided with additional pre-
mobilization training time, either in accordance with
a deployment priorities or based on degree of dif-
ficulty of unit mission.

Today's Reserve Coﬁpcnents, as part of the Total Force, are

being relied upon as Congress had originally intended. Dr.

Philbin placed them in the proper context when he said that:

Reserve Components are no longer forces in reserve.,
They are adjunct forces, fully professional, totally
integrated, and completely involved. They are part of
the daily operations of the Department of Defense, a
crucial component of our deterent posture, and are as
dedicated as their Active Component colleagues and
largely indistinguishable from them professionally
speaking.116

With the high reliance placed on the Reserve Components
and no change in the limited time available for training,
several programs have been developed for over the past

decade to enhance pre-mobilization training and hence,

Reserve Component readiness. The following chapter will

trace this evolution in training and briefly examine these

116gtatus of the Guard and Reserves, Hearings Before
the Subcommittee on Preparedness, p. 10.

63




T

training programs, as well as changes in training
reguirements to distill their individual, collective, and
possibly synergistic impact on Reserve Component training

and wartime mission training accomplishment. v

All components would benefit from fresh looks at some of
their most recalcitrant problems. Total conformity with
the norms established for the parent service is not
always essential, If ways can be developed of doing
things that better satisfy Guard/Reserve needs without
seriously impinging on Army tradition and Army practice,
it should be given consideration,'17

1175 status Report on the Guard and Reserve, p. 36,
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CHAPTER 3

Coming of Age Under CAPSTONE

In war, only what is simple can succeed,.
Paul von Hindenburg, 1847-1934

If deterrence were to fail, the Reserve Components
would be called upon to provide the necessary depth of mili-
tary capability to win the next war. The very existence of
well trained and deployable Reserve Components serves as a
deterrent against overt acts of aggression. Following adop-
tion of the Total Force Policy in 1973, efforts were ini-
tiated to develop training programs that would enable the
Reserve Components to meet their enhanced mobilization and
continagency mission requirements. The individual and separate
traininag proagrams slowly evolved as the demands for Reserve
Compénent readiness continued to increase until, in 1979,
Forces Command (FORSCOM) initiated an effort to relate and
unify these programs. This was done to provide a Total
Force management philosophy that would optimize Reserve
Component training and resulted in the Army CAPSTONE Program.

This chapter will examine those Reserve Component
training programs designed to train the individual soldier,
unit training programs Jdesioned to increase unit readiness,
and the evolution of CAPSTONE. The unifying theme through-
out these examinations will be training time, in terms of
both quality and quantity, dedicated to accomplishing each

training program requirement.
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Individual Reserve Component Training Programs

In the final choice a soldier's pack is not so

heavy a burden as a prisoner's chains.

Dwight D. Eisenhower: Inaugural
Address, 20 January 1953

Reserve Component soldiers, like their Active
Component counterparts, receive Basic and Advanced
Individual Training on an active duty status in active Army
Training Centers. The training programs that are examined
in this section are those that are intended to teach new
skills, provide intense refresher training for key person-
nel, and recurring training such as Soldier's Manual tasks
and weapons qualifications requirements.

Reserve Component enlisted personnel are subject to
skills qualification tests (SQT) that consist of both writ-
ten and hands on components. While still not formally
linked to the Enlisted Personnel Management System (EPMS),
the preparation time for the written MOS-specific test, the
common task test, and the hands on component is substantial.
Skill gqualification testing was expanded in FY 83 to include
all enlisted National Guard personnel for the first time.
This has led to a conscious effort to conduct all individual
training during inactive=-duty training.1 Problems remain,
however, with application of the SQT to the Reserve

Components since many personnel have never worked on the

MG Herbert Temple, "National Guard Must Be Ready"
Army, October 1983, p. 122,
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eguipment that is tested in the written portion of the SQT.

A recent Missile and Munitions Center survey of Reserve

Component personnel found that

The majority of the CMF 55 personnel were apprehensive
about the many guestions in the SQT pertaining to the
various low density missile systems (i.e., Lance,
Pershing, Hawk, and Nike). The soldiers in most units
never worked with these migsile systems and it is not
likely that they will ever have an opportunity to do so
in the near future.?

In addition to SQT preparation, training the trainers
in the Battalion Training Management System (BTMS) is time
consuming. BTMS is the Army's standardization model for
training and training management in units. BTMS training
began for Reserve Component units in early 1979 and has
been accomplished primarily during regularly scheduled
inactive-duty training periods. Per;onnel in command,
leadership, and training management positions should be
gqualified in, understand, and apply the Army's training
management principles. This BTMS requirement means that
newly assigned or promoted soldiers in any of these positions
must attend the appropriate level BTMS workshop as soon as

possible either before or after assumption of the new

217¢ Lawrence B, Residori, Missile and Munitions
Evaluation~Reserve Components (MAME-RC) Final Report,
(Redgstone Arsenal, al,: U.S., Army Missile and Munitions
Center and School, 28 January 1981), p. 3-31,
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position.3

BTMS training materials, consisting of a coordinated
group of four workshops, are available to train leaders at
all levels on the latest concepts for training and training
management and how best to apply these concepts and tech-
nigues to their units. The workshops are designed to be
administered to the entire leadership of a Reserve Component
battalion or company during a sixteen-hour period.4
Recognizing that time is the critical training resource,
FORSCOM encourages Reserve Component units to use the prin-
ciples of BTMS to gain full benefit from their limited time.

FORSCOM training guidance directs Reserve Component
unit commanders to select the critical soldiers’' manual tasks
and prioritize them based upon the criticality of the tasks
to the unit's preparation for carrying ocut its wartime
mission, Based on limited training time, the tasks not
required by the unit's wartime mission will become post-
mobilization requirements. This FORSCOM policy recognizes
and accepts the risk that Reserve Component personnel may

not be gualified to perform some lower priority tasks

3LTC Oliver Becker, "Battalion Training Management
System Sustainment," in Army National Guard 83 Management
Book (Washington, D.C.: National Guard Bureau, 1983), p.
1-20-

4y.s. Department of the Army, '"Battalion Training
Management System (BTMS)," (Ft McPherson, Ga.: FORSCOM,
S May 1983), p. 1.
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because they have concentrated on the high priority ones.>

There are other required individual tasks, however,
which t?ke up additional scarce training time. Each indivi-
dual must gqualify annually, or biennially depending on faci-
'lities, available ammunition, and time, with individual and
crew served weapons.6 Whenever possible this individual
weapons gualification must be conducted during inactive-duty
training.7 National Guara units assigned civil disturbance
control missions by their State adjutant general, and Army
Reserve units that have civil disturbance control operations
as part of their unit mission, must conduct this type -of
training during inactive-duty tta&ning, or during additional
training assemblies. Reserve Component scldiers are no
longer exempt from nuclear, biological, and chemical (NBC)
training. Individuals must demonstrate proficiency in
soldier's manual NBC tasks as well as the common tasks SQT
annually. Becoming proficient in these tasks also takes up
some of the limited time available to the Reserve
Components.

Preparation and training for mobilization and deploy-
ment is a continuous process and must be integrated into the
training schedule throughout the training year. Such acti-

vities as a review of alert procedures; an update of

5U.S. Department of the Army, U.S. Army Forces Com-
mand Regulation 350-2, Reserve Component (U.S. Army) Training

(Ft McPherson, Ga,: FORSCOM, 1 October 1983), p. 2~2,
61pid., p. B-1.,
71bid.
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mobilization plans; COMPASS data; personnel and finance
records; and equipment shipping procedures must be conducted
to insure that the unit is prepared to conduct mobilization
and deployment. These activities can be time consuming for
key individuals in a unit.8

As Leon pointed out in his Total Force study, the
Reserve Components have other problems in conducting indivi-
dual hands-on training. ‘"In many cases, the egquipment is
located at a weekend training site which is usually a two or
three hour drive from the unit. Consequently, a considerable
amount of time is spent in armory training.”? To counter
this problem, more resources are being dedicated to the
development, production, and distribution of simulators to
provide more realistic armory training.

That which has been discussed so far are individual
training requirements that, while time-consuming, are not
dissimilar from those that must be accomplished annually by
active-duty soldiers. Several individual training programs
have been developed that are Reserve Component unique and,
in most cases, increase the training time regquirements for
Reserve Component individuals, One of the newest and most
popular of these programs is the Key Personnel Upgrade

Program (KPUP).

81bid., pp. 3-5, 3-6.

9LPC Gustavo A. Leon, '"Total Force Concept, Reality
or Myth?,"” U.S. Army War College, Carlisle Barracks, Pa., 21
November, 1975, p. 8.
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Key Personnel Upgrade Program

This program is a National Guard training initiative
designed to further develop key personnel within Natiovnal
Guard units through direct association during additional
training periods with a counterpart Active Component officer
or NCO,

Program objectives include contributing toward indi-
vidual professional development, building confidence of unit
key personnel, maintaining individual tactical skills
through a one-on-one relationship with an Active Component
counterpart, and to foster the Total Army Policy through
direct association between component leaders,.19.

Staff Sergeants through Colonels in the National
Guard are eligible to participate and are fully integrated
into the Active Component unit during the period of
training., KPUP began in FY 81 and has proven to be extre-
mely beneficial to all participants.11 In fact, KPUP is now
the second highest priority among the National Guard's
various readiness programs according to MG Temple, Director,
Army National Guard, and will continue to grow this year.12

In writing about this program in a recent Army article, he

10,7c Roger Pruter, "Key Personnel Upgrade Program
(KPUP)," in Army National Guard 83 Management Book (Washing-
ton, D,C.,: National Guard Bureau, 1983), p. 1-31,

111pid., p. 1-32.

12n7g Ready the Force with Increased Training,”
National Guard 37 (February 1983): 29,
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said that KPUP ‘". . . provides additional training time for
commanders and key personnel to train with an active-Army
counterpart in a tactical enQironment, allowing Guardsmen to
maintain and increase their tactical skills and gain
valuable practical experiencea"13 To participate, an indi-
vidual must not only meet program prerequisites, but also

have the time available to conduct the additional training.
NATO Counterpart and Contingency Training

The NATO Counterpart and Contingency Training (NCCT)
Program is another initiative originally developed by the
National Guard to permit selected individuals to visit Army
headquarters and units in Germany for a period of seven to
ten days to further wartime mission planning. Now expanded
to include the Army Reserve, the program objectives include
developing a functional rapport with Active Components in
the area of operations and wartime mission planning; famili-
arizing selected commanders and staffs with current plans
affecting the overseas area; orienting them on the terrain;
and increasing the individual proficiency of Reserve
Component commanders and staffs.'4 1Individuals who have

participated in this training indicate that they have gained

13MG Temple, :"National Guard Must Be Ready," p. 126,

14Maj Theodore G. Powl, '"NATO Counterpart and Con-
tingency Training (NCCT)," in Army National Guard 83 Manage-

ment Book (Washington, D.C.: National Guard Bureau, 1983),
P 1-34.
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a real familiarization with the U.S. Army Europe (USAREUR)

logistical, maintenance, communications, transportation, and
host-country support plans and operations in fhe geographic
areas in which their units are scheduled to deploy in war-
time.15

The NCCT Program is conducted twice a year with each
group consisting of approximately fifty Reserve Component
leaders. Each participant must meet certain selection cri-
teria and, as in XPUP, have the time available to undertake

the additional training.
Readiness Training Program

The Readiness Training (REDTRAIN) Program was
designed to improve the proficiency of Active and Reserve
Component tactical intelligence personnel as well as contri-
buting to the satisfaction of Army intelligence regquirements.

REDTRAIN keys on the training needs of Reserve
Component individuals. There is a published handbook
listing REDTRAIN opportunities: however, if those listed
don't meet an individual's training requirements, a unit
commander may request a REDTRAIN opportunity tailored for an

individual's needs.'®

15Interviews with MG Temple and NCCT participants,
Heidelberg, Federal Republic of Germany, 8 May 1983.

'61tnterview with Dr. William Dempsey, REDTRAIN
Program Manager, Headgqguarters, FORSCOM, Ft McPherson, Ga., 4
April 1983,
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u There are three different types of REDTRAIN

available to Reserve Component individuals. Specialized

operational training is conducted by proponent agencies or
acti;ities for specific technical or specialized skills.
These agencies and activities are usually.at the national
intelligence level and the REDTRAIN opportunity is designed
to meet specific training needs of Reserve Component units,.
The second type of REDTRAIN is called live-environment
training and is conducted by tactical intelligence personnel
against live (real) targets, Reserve Component personnel
are placed in a target-rich environment or in operational
training in support of real-world requirements. In-unit
training is the lgst category of REDTRAIN. This is con-
ducted at the individual's home station by tactical intelli-
gence personnel using real-world intelligence and focused on
an assigned tactical objective, usually associated with the
Reserve Component unit's wartime mission.17

REDTRAIN provides necessary tactical intelligence
training for Reserve Component personnel who can afford to
devote the time for program participation. REDTRAIN oppor-
tunities are available worid-wide and may last up to six
months., Like the other individual training programs, par-
ticipation in REDTRAIN requires the time to devote to addi-

tional training.

17L7¢c Oliver Becker, "Tactical Intelligence Readi-
ness Training (REDTRAIN)," in Army National Guard 83 Manage-
ment Book (Washington, D.C.: National Guard Bureau, 1983),
P. 1-45,
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Captains to Europe

The Captains to Europe Program is another program
developed by the National Guard to give selected captains
the opportunity to serve twenty to thirty month tours of
active duty in Germany. 1In additional to providing valuable
overseas active duty experience, the program:". . . helps
the Army fill junior officer needs overseas. According to
MG Temple, 120 Guard captains from 40 states are serving
in Europe . . «"18 rThe National Guard Bureau is attempting
to expand this program into Korea and Panama, but has been
having difficulty in getting qualified volunteers. The
problem is again one of available time. As MG Temple
recently pointed out: :"Men and woﬁen, who would, because of
their personal intellectual qualities, be selected to lead
in government and industry in executive roles, will also be
leaders in the Army National Guard."'? fThe converse is also
true. Men and women who would be leaders in the Reserve
Components have also become leaders in government and
industry and can often not afford the extra time that would
be reguired to take advantage of these excellent and pro-

fessionally rewarding training opportunities.

18"NG Officers Needed for Tours in Korea, Panama,"
Larry Carney, Army Times, 7 November 1983, p. 59.

19MG Temple, '"National Guard Must Be Ready," p. 118.
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Officer/NCO Development

Reserve Component personnel have the same oppor-
tunities for professional development as do their active-
duty counterparts. The formal school systems, from the
Officer and NCO basic courses to the Senior Service College
level, are open to Reserve Component personnel for resident
and/or correspondence attendance.

In additional to the active and Army Reserve school
systems, National Guard and Army Reserve personnel have the
opportunity to attend State schools to improve their pro-
fessional education. State Military Academies run Officer
Candidate Schools and NCO courses designed to fit into the
IDT/AT schedule whenever possible .20

One of the major problems in attending a pro-
fessional school is obéaining time away from full-time
employment. Recognizing this time limitation, Training and
Doctrine Command (TRADOC), in coordination with FORSCOM and
the National Guard Bureau, established shortened pro-
fessional courses to assist those Reserve Component person-
nel who are unable to attend the regular long courses.
Officer Basic, Officer Advanced, and Command and General
Staff College (CGSC) all have shortened Reserve Component

courses. A current major problem, however, is the new nine-

20gtate OCS programs consist of four pahses with the
first three phases conducted by the state. Phase four is
the basic officers' course attended in residence at active
Army service schools.
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week phase II, Combined Arms and Services Staff School

(cAs3) resident course which will not be shortened to faci-
litate Reserve Component attendance. Eventually, cas3
completion will become a prerequisite for CGSC selection and
attendance, thereby requiring all Reserve Component Officers
to devote an additional nine weeks to active duty training
to continue their professional development.

Statistics indicate that time is generally not
available to the Reserve Component soldier to attend resi-
dent courses, Even though resident courses represent the
guickest means of becomring professionally gqualified, when
available, the most preferred method of completing formal

course instruction seems to be by correspondence.21
Individual Training Summary

The individual training requirements discussed here
are just representative examples of a wide variety of
requirements and programs confronting the individual Reserve
Component soldier. During the training year, Reserve
Component personnel are challenged to accomplish all of
their individual training requirements; as well as take

advantage of the numerous training opportunities offered by

various professional development and special training

programs, while maintaining full-time employment in the

21Armx National Guard 83 Management Book, pp. 3-5 to

3"580
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civilian sector. A recent AUSA report highlighted this

challenge and pointed out that

e« « « the Guard and Reserve are confronted by the same
need as the Active Component for flexibility--in

training practice and in thinking. The Reserve
Components cannot, and need not, be fitted precisely into
the same mold as the Active Forces in every respect of
their military existence,22

Even more challenging than meeting the reguirements for

individual training is the challenge posed by unit training

requirements.

Unit (collective) Training Programs

There is nothing so likely to produce peace
as to be well prepared to meet an enemy.
George Washington: Letter to

Ellridge Gerry, 29 January 1780.

As the Reserve Components assume responsibility for
more contingency missions formerly performed by the Active
Component, concern has increased over their abilty to per-
form these missions with little or no post-mobilization
training. Concurrent with the increased Reserve Component
role in support of national objectives, new unit training
opportunities are being developed to better prepare the

Reserve Components for their wartime mission. General

22p status Report on the Army National Guard and the
United States Army Reserve (Arlington, Va.: Association -of
the United States Army, 1980 ), p. ii.
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Cavazos23, FORSCOM Commander, recently stated

In the next several years, a greater number of
reserve component units, divisional and non-divisional,
will round out active-Army units. To meet this
challenge, intensive management will be necessary . . . .
A program geared specfically toward improving training
readiness of round-out maneuver units is the round-out
rotation program at the National Training Center (NTC),
Ft Irwin, Calif,24

In addition to round~out and an NTC rotation program,
numerous other programs such as the Partnership, Overseas
Deployment Training, and Joint Training Exercise programs
have been developed to improve Reserve Component unit readi-
ness. These pr;grams, among others, will be examined in
this section to provide the background for the eventual
development of the Army CAPSTONE program. In briefly exa-
mining these unit training programs, particular attention
will be paid to the training prerequisites for Reserve
Component unit participation in, and the time that must be

devoted to actual participation in, these programs. Before

these special programs are reviewed, however, the unit

23General Richard E., Cavazos assumed command of
FORSCOM in March 1982 after almost five years as a division
and corps commander. A veteran of infantry combat in both
Korea and Vietnam, he received a commission from ROTC in
1951. General Cavazos commanded the 9th Infantry Division
and Ft Lewis, Wa. from 1977 to 1980 and commanded III Corps
and Ft Hood, Tx, during 1980 to 1982.

24General Richard E. Cavazos, "Readiness Goal is
Ability to Deploy on Short Notice," Army, October 1983, pp.
41-420
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annual training requirements prescribed by FORSCOM and

applicable to all Reserve Component units must be examined

to ascertain the annual training burden imposed on the

Reserve Components. r
The ﬁeserve Component training philosophy is prom-

ulgated in FORSCOM Regulation 350-2, Reserve Component

(U.S. Army) Training, which emphasizes that ."training is the

central and primary task of military units in peacetime.
There are no good units without good training programs . . . .

There is no doubt--Good Training Comes First."25 Specific

training objectives are also provided and become the driving.

force in establishing pre~mobilization training programs.

Specific training objectives for RC units are as follows:

(1) Deployable units - Be prepared to successfully
execute assigned wartime missions by the earliest Date
Reguired to Load (DRL). This is normally the Sea Date
Required to Load (SDRL) except for units deploying
solely by air, in which case Air Date Required to Load
(ADRL) will be used. A unit with a SDRL of D+10 must
have all mission essential training requiring equipment
by D+10. Plan to conduct other training and administra-
tive processing between SDRL and ADRL.

(a) Uncommitted deployable units - Be prepared to
meet an assumed earliest DRL of D+60.

(b) Deployable units with an initial installation
support mission - Be prepared to assume the installation
support mission upon arrival at the mobilization station/ X
site, and be prepared to execute assigned wartime
mission by their earliest DRL.

(2) Nondeployable units - Be prepared to execute
support or training base missions upon arrival at the
mobilization station/site.25

25p0RSCOM Regulation 350-2, p. 1-1.
261pid., pp. 1-3, 1-4.
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The implictions of this guidance, specificaily pre-DRL
training in relation to the training and equipment require-
ments in a post-mobilization environment, will be examined
in Chapter Four below.

Unit level pte-mobilization training is receiving
more emphasis than ever before. Colonel John R. Gereski,
Chief of the Army Organization and Training Division,

National Guard Bureau, recently addressed the National Guard

Association Convention and said ‘"collective training at the
company level and staff training at the battalion, brigade,
and division levels were of the utmost importance this
fiscal year 1983 w"27  rthis emphasis can also be seen in
fhe minimum exercise frequency guidelines published in

FORSCOM Regulation 350-4, Training Under CAPSTONE.

Minimum RC Exercise Frequency

{l1) C€s/CSS HHC/HHD - annual FCPX in a field environ-
ment, 24 hours duration, minimum of one displacement.

(2) Brigades/Battalions - annual FCPX in tactical
field environment. Participation in higher level CPX/FTX
can satisfy this requirement.

(3) Divisions - annual CPX.

(4) Corps Level/Echelons above Corps Commands -
Biennial cpx.28

2% npo Ready the Fbtce with Increased Training,"
L National Guard 37 (February, 1983): 29,

28y,s. Department of the Army, U.S. Army Forces
Command Regulation 350-4, Training Under CAPSTONE (Ft
McPherson, Ga.: FORSCOM, 1 December 1983}, p. 5-5.

81




Additional guidance for combat units for the conduct
of annual unit training in a CPX/FTX environment is con-
tained in the revised FORSCOM Regulation 350-2. The
National Guard Bureau also provides guidance for staff head-

guarters training.

a. Staff Headquarters (battalion, group, brigade,
division) should participate in a Command Post Exercise
(CPX) to coordinate and train on war plans. 1In the
past, this was not always possible since staff sections
had to attend annual training with their units.

b. Staff Headguarters training should provide com-
manders and their staffs:

(1) Opportunity to train on war plans developed wth
CAPSTONE headguarters, CONUS or overseas.

(2) Provide the real go-to-war environment for
mobilization and deployment readiness.

(3) Expose personnel to the terrain, host national
support, POMCUS procedures, and deployment procedures.2?

This was not always possible in the past because of time and
budget constraints. Today, however, funds are available to
support additional time to accomplish this training. 1It is
left up to the individual commander or staff member to make
the time available to take advantage of this opportunity.
Reserve Component logistical control headguarters
are required to participate in a special training program
whenever possible. The Combat Service Support Tactical
Readiness (COSSTAR) Training Program is a concept whereby

major Reserve Component logistics commands participate in

2911c Roger Pruter, "Staff Headquarters Training,”
in Army National Guard 83 Management Book (Washington, D.C.:
National Guard Bureau, 1983), p. 1-51,
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realistic mission oriented training by providing logistical

support to selected training sites/installations during the
normal AT period.30 COSSTAR functions should be performed
each year during annual training and should consist of
planning, coordinating, and supervising logistical support
at the training site.

Reserve Cémponent units at all levels must also
train for a full spectrum of NBC environments. FORSCOM

Regulation 350-2 stipulates that units will:

(a) Be able to perform the unit mission(s) in an
NBC environment to include:

1 Operate in MOPP4 (i.e., full protection). The
desired level of proficiency is to be able to function
effectively on a wartime mission/task for six continuous
hours.

2 Conduct complete personnel decontamination opera-
tions.,

3 Conduct partial decontamination of the unit's
eguipment . . . .

C. With these objectives in mind, units will train
for the full spectrum of CW chemical warfare . Every
unit moving to the field should always carry all indivi-
dual and unit chemical defense clothing and egquipment to
ensure that having and using it will become second nature
for the soldier.3

Like their Active Component counterparts, Reserve
Components potentially nuclear capable units have difficult
peacetime training objectives. Even though nuclear cer-

tification is still a post-mobilization training

30FORSCOM Regulation 350-2, p. 3-3,

311vid., pp. 3-6, 3-7.
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requirement, units having both a nuclear and conventional

capability must conduct nuclear pre-mobilization training.
These units, and their tactical command and cohtrol head-
quarters, now receive nuclear training standard ratings.
Potentially nuclear capable units that are part of the
Intensive Management Force must train to the N-2 level,
which eguates to a Unit Status Report training rating of
c-1,32 |

As a pre-mobilization unit training goal, Reserve
Components should conduct an Army Training and Evaluation
Program (ARTEP) external evaluation every two years.33 The
ARTEP defines the unit training mission in terms of perfor-
mance objectives. These can be accomplished through
decentralized training using performance oriented training

techniques, Performance oriented training is a

+«+ « » method that puts the emphasis on the results
rather than the teaching method. Training and
appearance, lesson plan format, instructor MOI, and sta-
tus reports are largely irrelevant, What is critical is
to test results at the conclusion of each period of
training--the achievement of the standard, 34

32¢y,s. Department of the Army, U.S. Army Forces
Command Regulation 350-2, Reserve Component (U.S. Army)
Training (Ft McPherson, Ga: FORSCOM, 1 June 1981), pp. C-1,
C-Z.

33r0RSCOM Regulation 350-2, 1 October 1983, p. 2~11,

34Maj Everett R. Jenkins, "Training is Better Than
Fver . . «+ It Had Nowhere to Go But Up," Air Command and
staff College, Air University, Maxwell, A.F.B., Al,, March
1982, p. 5.
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The ARTEP defines the major training tasks and pertinent

Soldier's Manuals provide the supporting sub-tasks, Used - ‘
together, these documents guide a unit commander in pre- ' R
paring the unit's yearly training program., General Berkman,35
Chief of The Army Reserve, stresses the need for units to

L use the ARTEP because :"the ARTEP giyes training managers a

means for tailoring a training program to the specific

reguirements of the unit and assists unit commanders with
diagnostic evaluations of traininga"36 Heymont and
Muckerman reviewed Reserve Component ARTEP training and

identified the major tasks as core training.

« « othe minimum mission-related tasks in which a unit ﬁ]xﬁi\?
must demonstrate proficiency in order to qualify for gfﬁriff
employment in a combat situation. As such, these ———ia
training tasks are not the totality of the tasks for ) N
which a unit was designed. Rather, designated core R
training tasks are useful for guiding the training and

establishing deployment criteria for Reserve Component

units that have limited training opportunities.37

35MG william R. Berkman, Chief of the Army Reserve
since July 1979, was commissioned in the Reserve from ROTC
in 1950, He served on active-duty in Korea from 1952 to
1954 then reverted to the Reserve., Serving in positions of
increasing responsibility, he became commander of the 351st
Civil Affairs Command in 1975 and retained that position
until he returned to active duty for his present assignment.

36U.S., Congress, Senate, Committee on Armed
Services, Status of the Guard and Reserves, Hearings Before s e
the Subcommittee on Preparedness of the Committee of Armed Qﬂ";ay
Services, 97th Cong., lst sess., 1981, p. 194 (Bethesda, Md.: .
Congressional Information Service, 4520 Bast-West Highway, R
CIS S201-30, 1981); and MG William R. Berkman, "The Army
Reserves, But in Name Only," Army, October 1982, p. 154.

37Irving Heymont and E. W, McGregor, Review and
Analysis of Recent Mobilizations and Deployments of U.S.
Army Reserve Components (McLean, VvVa.: Research Analysis
Corporation, October 1972 ), p. 2-2.
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With limited time in which to train, not all ARTEP
tasks are accomplished during the training year. Ash noted
that the ARTEP system is guided by a philosophy that
decentralizes training decisions to the unit commander.
This allows a commander to set his own training priorities
for either individual, crew, company, or battalion level
activities. '"However, a RC unit has tremendous difficulty
in sustaining proficiency in all training categories--
individual, crew, etc. The time is simply not available."38

As discussed in chapter two, the authorized pre-
mobilization time available for training is limited to the
eguivalent of about thirty-eight days a year. The conduct
of unit training is hampered by the need to prepare for and
recover from annual training as well as the time devoted to
travel to and from t;aining and/or equipment sites. In his
study of Reserve Component readiness, Colonel Pelton found

that

Suitable training areas for tactical training are not
generally within a reasonable travel time for the units.
This has a great impact on the time available for
training. For example, an Infantry Battalion from
Buffalo assembles at its armory at 7 P.M. on Friday
night, drives to Fort Drum arriving at about 1 A.M.
Saturday morning, falls out on its equipment at 8 A.M,
Saturday, trains until 11 P.M. Saturday. The unit

38Maj sherwood E. Ash, Jr., \"The Training Aspects of
Reserve Battalion Combat Readinesgss, " U.S. Army Command and
Staff College, Ft Leavenworth, Ks., Mar 1982, p. 25.
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trains and prepares equipment for turn-in to the equip-
ment concentration site between 8 A.M. and 12 o'clock
noon Sunday. Then it travels back to Buffalo, arriving
at 7 P.M. Sunday. This is scheduled as a MUTAS
(minimum of 20 training hours), yet the unit must devote
12 out of 31 hours, or 38% of the time, traveling.
Other units traveling from New York City to Fort Dix
schedule a MUTA4 and spend approximately 44 to S50% of
their time traveling . . . . This severely limits the
type of realistic training that combat units must con-
duct to maintain or develop proficiency.39

FORSCOM guidance on travel time to training sites is gquite
specific and stipulates that to ", . . gain the best
training benefit, travel time to and from training sites
must not exceed 25 percent of the UTA/MUTA."40 pespite this
gquidance, many units' training time is curtailed because of
the travel time reguirements imposed on them.

That which has been reviewed so far in this section
are collective training requirements and training detractors
that are applicable to most Reserve Cgmponent units,
regardless of unit contingency missions or deployment sched-
ules. Several unit training programs, unique to the
Reserve Components, have been developed over the last decade
to strengthen and increase integration of the Reserve
Components into the Total Force and improve their readiness.
One of the first programs developed to accomplish these

objectives was the Affiliation Program.

39¢co1 John Dew Pelton, \"Reserve Component Combat
Readiness in 192 Hours Per Year?," U.S. Army War College,
Carlisle Battacks, Pa., 17 October 1975, pp. 6-7.

40FPORSCOM Regulation 350-2, 1 December 1983, p. 2-5.
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The Affiliation Program

The Affiliation Program was originally established
in 1974 to improve the readiness of twenty-six high-priority

Reserve Component battalions. Since then, the program has

greatly expanded but the program objectives have remained
unchanged. This peacetime training program establishes a ’»5
Directed Training Association (DTA) between carefully ;—;
selected high priority Reserve Component units and Active
Component sponsors. The Affiliation Program is fully

funded, directed by Headquarters, Department of the Army, and ;:j

managed by FORSCOM, Originally, there were three distinct

categories of affiliation:
A. Roundout - Reserve Component units designated to

nbmnitand
raise understructured Active Component divisions to full j;;

mobilization deployment configurations.

B, Mobilization and Deployment Capability ii;ﬁ
Improvement (MDCI) - Reserve Component units which are asso-
ciated with a dedicated Active Component unit to improve the
Reserve Component unit's capability to deploy.

C. Augmentation - Reserve Component units
designated to increase the combat power of Active Component

divisions and brigades above their mobilization deployment

configuration.41

41y.s. Department of the Army, "Affiliation
Program," by Cpt John Burchstead (Ft McPherson, Ga.:
FORSCOM, 12 May 1983), p.l.
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The program was significantly changed in late 1983 with the
meraing of quidance for several here-to-fore separate
training programs into FORSCOM Regulation 350-4, Training

Under CAPSTONE. The category of Augmentation was deleted

from the Affiliation Program. The affected Reserve Component
units (five brigades and one battalion) were either trans-
ferred to the Partnership program or the MDCI category of

Affiliation.42

The Roundout cateqor& has received a great deal of
recent attention as limitations on total Army force struc-
ture have placed more Reserve Components into this category.
Ongoing Total Army Analysis (TAA) will result in more changes
in the active force structure and more reliance on roundout
units in the future. This increased reliance has forced
some significant changes in resourcing and modernization
program policies. Roundout units are now resourced in the
same priority segquence as units contained in force package
two of the Intensive Management Force List (IMFL). Force
package two contains the NATO essential force. As force
modernization actions provide new eguipment to an Active
Component sponsor unit, its Roundout unit will be modernized

simultaneously.43

v
42Maj william F. White, "Affiliation Program," in

Army National Guard 83 Management Book (Washington, D.C.:
National Guard Bureau, 1983), p. 1-54.

43rorce Modernization Program problems will be
addressed later in this section as a seperate problem due to
the size and complexities of the problems associated with
this proaram.
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Based on TAA, Department of the Army develops a five-~
year forecast of necessary Roundout initiatives that must
be taken, and FORSCOM and the National Guard Bureau par-
ticipate in the selection of units to £ill Roundout require-.
ments. This selection is now based on a Reserve Component
unit being in the top six force packages of the IMFL.
CAPSTONE relationships and geographic proximity to the pro-
posed Active Component sponsor unit are also considered.

In his 1983 annual report to the Congress, Secretary

of Defense Caspar Weinbetger44 stressed that

Our active forces continue to rely on the Reserve
Components to achieve their full combat potential., Of
our 19 active divisions, 10 will require roundout by
reserve combat battalions and brigades to reach their
full complement. In addition, a large number of service
support units needed for early deployment of the active
force are also in the Reserve Components . . . .

FY 84 will also witness important changes in our
Reserve Component force structure, We plan to begin a
two-year expansion of the Army Reserve Component Roundout
Program [sic]. By year's end, all non-deployed active
Army divisions (except the 82nd Airborne and 10ist Air
Assault Divisions) will be rounded out by reserve com-
ponent units. The number of divisions with round-out by
brigade-sized units will increase. We also plan

44caspar W. Weinberger was appointed Secretary of
Defense in 1981, He also served as chairman of the Federal
Trade Commisgssion (1968-69), deputy director, Office of
Management and Budget (OMB)(1970-72), Director, OMB
{(1972-73), counselor to the President (1973), and Secretary
of Health, Education, and Welfare (1973-75). Secretary
Weinberger earned his A.B. degree from Harvard, graduating ’
magna cum laude, in 1938 and an LL.B from Harvard in 1941.
He was general counsel, vice president, and then director of
the Bechtel Corporation from 1975 to 1980, From 1941 to
1945 he served in the Army Infantry in grades ranging from
Private to Captain.

&
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to expand the roundout program [sié] to other combat
units, as well as to combat support and combat service
support units,.45

B Obviously, much is expected from a Reserve Component
Roundout unit, and integrated training with active parent

o units must become routine rather than exceptional if the
concept will work when it is most needed. Unit level
training for the Roundout unit becomes extremely important
to insure that parent unit deployment scheules can be met

on time. General Cavazos, FORSCOM Commander, noted in Army

magazine that:

Increasing levels of training and evaluation program
proficiency of round-out units will require continued
emphasis on collective training in which active-army
and reserve components' integrated training should

be a factor. The round-out unit must work as part of a
team and be mission-capable. 1In early deploying round-
out units there will be little time after mobilization
to catch up, so high levels of readiness must be
achieved before mobilization.46

Is the Affiliation Program effective and does it

improve unit readiness and, hence, deployability? LTC Merrill

45y.s. Department of Defense, Office of the
Secretary of Defense, Annual Report to the Congress FY 84,
% by Caspar W, Weinberger, Washington, D.C.: Government
Printing Office, (1 February 1983), pp. i22-124.

464G Richard E. Cavazos, "Readiness Goal is Ability
to Deploy on Short Notice," p. 42.
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Burruss47 indicates that the objectives are being met.

"The relationship affiliation has produced positive
results and is one of growing mutual respect., In terms of . . .
improving Reserve readiness, it has been a resounding suc- r

cess . . . ."48 Fishel also believes that the Affiliation

i Program has had a positive impact on Reserve Component .

readiness.

The effects of the program for affiliated RC units have

. been positive. All are fully eguipped with modern equip-
X . ment ., . «. « Training with the Active Army for the same
% mission at the same time has had a very positive impact

g on their Reserve Component personnel strength and

: general level of readiness.4?

LTG John Galvin,>9 former Commander of the 24th Infantry

Division, noted in a recent Army article:

47prCc Merrill B. Burruss, Jr. was the Commander of
the 1st Battalion, 158th Field Artillery, Oklahoma ARNG and
wags affiliated with III Corps Artillery, Ft Sill, Oklahoma
in 1979.

48r7Cc Merrill B. Burruss, Jr., "Affiliation," Field
Artillery Journal, (January/February 1979), p. 38.

49Captain John T. Fishel, "Ready for What? The
Army's Reserve Components,™ Military Review, (November
1978): PP. 33-34.

SOLTG John R. Galvin was Commanding General of the
24th Infantry Division (a rapid deployment force) and Ft
Stewart, Ga. A 1954 graduate of the U.S., Army Military ”
Academy, he earned a Masters Degree at Columbia University.
MG Galvin has also written several books: The Minute Men,
Air Assault, and Three Men of Boston. LTG Galvin now com=

mands VII Corps.
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The realities of a concrete rapid deployment mission
have erased the :"us" and :"them"” mind-set in the 24th
Infantry Division and Georgia's 48th Infantry Brigade,
fostering close and continuous cooperation between the
two components . . . . AS we look at where we are
today, we see that we have created with this rela-
tionship a matrix in which several new and vital aspects
of training have grown and prospered; a shared sense of
mission, a long-term interface, internalization: common
standards, and a year-round dynamic.5!

With one-third of the combat power in his rapid-deployment
force coming from a Reserve Component Roundout brigade, MG
. Galvin has aggressively pursued a solid, year-round rela-

tionship with the 48th Infantry Brigade.

When the interaction between the Guard unit and the
active unit approaches a daily or even weekly rela-
tionship as it has for us, the entire focus on training
and mission readiness is reinforced and heightened.

The continual presence of Guard officers and key NCOs
during planning, coordination and execution of training
tends to erase any sense of difference . . . .

A round-out relationship . . . can become a year-
round, continuous dynamic in which contact between
round-out unit and parent is a continuous series of
events overlapping each other and taking place at
several levels at once.>52

Not everyone, however, is convinced that the
Affiliation Program is meeting its stated objectives.

Captain Gerald P. Nye,53 writing for the Field Artillery

51MG John R. Galvin, '"'Round Out' is Alive, Working
in Georgia," Army, (November 1982), pp. 36-37.

521pid., pp. 37-39.

531n 1979 Captain Gerald P. Nye was assigned to
Headquarters, lst U.S. Army, Ft Meade, Md,
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Journal, expressed his concern over the policy of reliance
on Round-out units, '"For the first time in history, the
United States is planning to commit units immediately after
mobilization, with no further training between call-up and

introduction into combat. Historical evidence indicates

that Reserve Components take almost as much time to 'whip

into shape' as do entirely new units."54 ohe association of

3
3
the United States Army has noted that ] i

The system Affiliation has limitations. Conceivably,
the parent division may have to deploy to some overseas
contingency without its affiliated Guard/Reserve ele-

ment . . . . Its biggest advantage is that it permits
the Army to maintain a force structure of the kind _

reguired in today's world, which would not be feasible
if compelled to rely solely on Active personnel . . .35

Others are not this subtle in expressing their doubts
about the ability of Roundout units to deploy with their

parent units. Colonel John Stuckey, in his Army War College

study project, noted that :"the roundout concept has and does

call for participating RC units to deploy with their AC Efﬁﬁ
division. However, in actual fact the deployment plans do ‘,

not so prescribe, There is no correlation between roundout € 'u:

$S4Cpt Gerald P. Nye, :"Are Our Reserve Components
Ready?" Field Artillery Journal, (September/October 1979),
pp. 45-46. ’

55aA status Report on the Guard and Reserve, p. 7.
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and deployment plans."55 He concluded that augmentation
forces could not deploy as required.
In their‘study of the Affiliation Program, Samuels

and Nomey concluded that

Finally, a reserve component unit has a limited
amount of training time available to attain and sustain
a high level of readiness . « . . Specific yearly
requirements and objectives should be established . . .
that focus on preparing the affiliated unit for
deployment as a combat ready unit . . . . Realistically,
a mobilization time in consonance with the active
sponsor division is not practical.57

Captain George Olney, in a 1979 article in Infantry maga-
zine, points out that "while an affiliated WNational

Guard unit must meet the same training status reqguirements
as an Active Armf unit, and more, they only have 39 days a
year in which to do it."58 LTC Harlan Herner,59 in a 1978

Military Review article, wrote that "having been involved

56colonel John D. Stuckey, Status of Planning for
Mobilization and Deployment," U.S. Army War College,
Carlisle Barracks, Pa., 1 May 1980, p. 55.

57colonel Karl M, Samuels and LTC Roy I. Nomey, "The
Answer to Reserve Component Readiness--Affiliation," U.S.
Army War College, Carlisle Barracks, Pa., 20 October 1975,
ppv 6-15.

S8cpt George W. Olney, "Affiliation,"” Infantry,
(september/October 1979), p. 26.

59L7Cc Harlan C. Herner was the commander of the
164th Support Group, USAR, Phoenix, Arizona in 1978. A gra-
duate of the University of Arizona, he has served as a
USACGSC instructor in the USAR school program and as com-
mander of an armor battalion,
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with affiliation for three years as the commander of a Reserve
tank battalion . . + + I have concluded that there are a

great mahy positive benefits to be gained from the program."60
He sounded a note of caution, however, in regard to active
parent unit expectations of the Roundout unit's ability to

meet Active Component standards.

Recently, there has been much talk about establishing

one standard for both RC and AC units. Persons who
espouse this cause must remember that there would be no
need for the Active Army if, in fact, the RC units could
accomplish in one weekend a month and two weeks of annual
training what the Active Army deals with 365 days out of
the yeat.61

The Affiliation Program works to‘the degree that the
subtle barriers to full integration of the Active anad
Reserve Components are being worn away. The program imple-
ments the Total Army Concept, but serious questions per-
taining to the ability of the Reserve Components to mobilize
2nd deploy with their active-duty counterparts remain

unanswered.
The Active Component/Reserve Component Partnership Program

The objective of the Active Component/Reserve

Component Partnership Program is the improvement of training

601,7C Harlan C. Herner, "A Battalion Commander Looks
at Affiliation," Military Review, (October 1978), p. 41,

611pid., pp. 43-44.
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re2adiness and deployability through the establishment of a
formal mutual support training relationship between major
Active and Reserve Compogent combat units. Partnership
units are encouraged to exchange personnel and units to par-
ticipate in training exercises and conferences throughout
the training year. The Active Component partner is the pri-
mary source of training assistance and support of its
Reserve Component partner. However, this relationship does
not alter the standard responsibilities for command,
control, and supervision by the peacetime chain of command, 62
Partnership differs from earlier Active Component training
support programs in two ways. First, these partnerships are
planned as a long-term relationship between units and,
second, the program provides for year-round training sup-
port. Partnership replaced the Active Component Support to
Annual Training (ACSAT) and the annual training evaluation
programs. Both were operated only during the two-week
annual training period, and the unit relationships were
changed annually.

This program differs from the Affiliation Program in
that only high priority, early deploying units were
Affiliated, The Partnership Program is designed to provide

Y support for the remaining non-affiliated Reserve Component

62y.s. Department of the Army, U.S. Army Forces
Command Letter of Instruction (LOI), AC/RC Partnership
Program (Ft McPherson, Ga.: FORSCOM, 30 October 1980}, pp.
2-5.

97

PN RN O SRR WS TP o ot ot Sl U WAL G WP U P WP PP




-
AR I AR Rt |

LI el e A AT T S i e T O e S-S e iy - . T

AR N N RN

combat units.63 Partnerships have been developed based on
geographic location of units, previous relationships, suit-
ability and capability of units to prdvide support, and
CAPSTONE. The program has rapidly grown until today "all
major combat units of the RC except those listed as Roundout
will be in partnership with an AC sponsora"64 Brigadier
General Ent®5 praised the Partnership Program in a recent

Military Review article as a positive step forward in the

Total Army Concept. ", . . AC/RC Partnership is working . .
The partnership is a most valuable and salutary arrangement
for the One Army and for national defense."66 In fact,
almost half of the wartime fighting strength of the Army has
been improved through participation in this program.67

A closely related Reserve Component training program
is the Counterpart Program for National Guard attack heli-

copter units, The Counterpart Program goal is :"to improve

63MAT William F. White, "Active Component/Reserve
Component (AC/RC) Partnership Program," in Army National
Guard 83 Management Book (Washington, D.C.: National Guard
Bureau, 1983), p. 1~-7 to 1-9,

64FORSCOM Regulation 350-4, p. 3-3.

65pG vzal W, Ent, Pennsylvania ARNG, retired, is a
senior associate with the consulting firm C.A.C.I. Inc,=-
Federal. An Army War College graduate, he held several
positions in the ARNG culminating in his assignment as chief
of staff of the 28th Infantry Division.

66pc uzal W, Ent, '‘"The AC/RC Partnership Program,"
Military Review, (August 1981), p. 56,

67uag White, '"AC/RC Partnership Program," p. 1-9.
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the combat capability of the ARNG attack helicopter units
by increasing their knowledge concerning the utilization,
capabilities, tactics, and techniques of employing the AH-1
aircraft."68 fThe intent of this program is similar to that
of the Partnership Program and provides for new equipment
training, as well as refresher/qualification training, for
aircrews and maintenance personnel.

Both training programs provide numerous oppor-
tunities for Reserve Component units/personnel to train,
exercise, and coordinate with their Active Component

partners/counterparts if the training time is available.
The Overseas Deployment Training (ODT) Program

The ODT Program was designed to provide realistic,
in-country training for Reserve Component units listed in
the IMFL. The program deploys them in peacetime to prepare
them to respond in extremely short notice to support over-
seas contingencies. ODT has grown from an FY 76 par-
ticipation of 26 units/cells (a cell is a 2-10 man planning
group, usually commander and key staff) to over 570 units/
cells participating in FY 84.69 1In 1983 alone, over 18,000
Reserve Component personnel deployed overseas for wartime

mission planning and training.

68FroRSCOM LOI, AC/RC Partnership Program, p. 5.

69pT program statistics are shown in Table 3,
Appendix B.
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Originally intended to be a reward for attaining a
high readiness status, the ODT Program has matured and is
now the vehicle used for conducting wartime missions
planning with'the CAPSTONE gaining command overseas. 1In
1981, the program was enlarged (concurrent with CAQSTONE
Program development) to provide for ODT in the Pacific
Theater with U.S. Army Active Components stationed in Japan
and Korea. Selection criteria for Reserve Component parti-
cipation are listed in Army Regulation 350-9, Reserve

Component Overseas Deployment Training with Active Component

Commands and include CAPSTONE alignments, frequency of over-
seas training, active forces needs, and to a very small
degree, Reserve Component unit needs, and/or readiness.’0
The ODT program has had a positive impact on both
the Reserve and Active Components. The mutual respect deve-
loped between the participating units of both components has
become stronger with each training year. The training
opportunities for Reserve Component units, especially combat
service support units in the deployed theater areas, have, in
most cases, been unique. They have experienced intense and
demanding training and increased reglism in terms of their

assigned wartime mission.?' :"The overall effectiveness of

70y.s. Department of the Army, Regulation 350-9,
Reserve Component Overseas Deployment Training with Active
Component Commands, (Washington, D.C.: Headgquarters,
Department of the Army, August 1983) pp. 2-4.

7'y.s. Department of the Army, U.S. Army Forces
Command. Reserve Component Deployment Training with
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the RC ODT program is excellenta."?’2

Overseas commanders have also been enthusiastic over
the training of Reserve Components in their theaters.
General Kroesen,73 Commander of the U.S. Army Europe
(USAREUR) in 1982, aggressively pursued an ODT Program

expansion.

In my opinion, nothing contributes more to the overall
health of our Army than the mutual exposure of USAREUR
units with those that are going to reinforce them, those
we have to rely upon if we have any hope of sustaining
our capability to conduct combat operations over there .
I'm sure I don't need to remind you that the first
National Guard battalion is due in Germany only 10 days
after mobilization.’4

Eighth U.S. Army in Korea has also recognized their reliance
on Reserve Component units and now provides a wide spectrum

of realistic training opportunities.

Overseas Commands, by MAJ Donald Skipper, Ft McPherson, Ga.:
FORSCOM, 2 June 1983, pp. 1-2.

72y,s, Department of the Army, First U.S. Army, RC
Overseas Deployment Training (RC ODT) After Action Report FY

82, by Maj wWilliams, (Ft George Meade, Md.: First U.S.
Army, November 1982), p. 6.

73general Frederick J. Kroesen was Commander of U.S.
Army Europe and Central Army Group (NATO) from May 1979 to
April 1983. A 1944 0OCS graduate, he commanded a company in
WWII, a battalion in the Korean War, and a brigade and divi-
sion in the Vietnam conflict. In 1972, he was named com-
mander of the 82nd Airborne Division. In 1974, he became
the Deputy Commanding General, V Corps and from 1976 to 1979
he commanded FORSCOM. General Kroesen retired in 1983.

74"rhe Army Guard is an Integral Part of the Active
Army , " National Guard 36 (January 1982): 18.
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FY 82 RC training in Korea ranged in size from cell
planning groups to an engineer battalion. Locations
varied from training areas near the DMZ with the forward
deployed infantry division to small sites scattered
along the trans-Korean pipeline system. Training
missions covered the spectrum from field exercise PSYOP
broadcasts to 'real world' maintenance backlogs and
shower house construction.’5

General Berkman has noted that the ODT program:", . . con-
stitutes some of the most effective mission-oriented
training in which a Reserve unit can be engaged . . . .
Overseas deployment training is especially valuable in
improving unit readiness and testing mobilization plans.«*76
Wwith approximately 30,000 Army Reserve soldiers scheduled to
participate in this program during the next five years,
General Berkman has become an ardent supporter of further

program expansion.

e« « « the Army Reserve must be prepared to support
operation in Europe on short notice. Approximately one-
fifth of the Army Reserve's units would be committed
within 30 days of mobilization and some units have
deployment times so short that they would move directly
to their ports of embarkation when called to active
duty . . . . Realistic foreign-area training is pro-
vided to . . . these units through the reserve com-
ponents overseas deployment. training (ODT) program.

75y.s. Department of the Army, Eighth U.S. Army,
RDOCT FY 82 After Action Report, (Seoul, South Korea:
Headquarters, Eighth U.S. Army, 27 December 1982), p. 1,

76MG Wwilliam R. Berkman, "Army Reserve, 1983 75
Years in the Pursuit of Excellence,” Army (October 1983), p.
145,

77uG Berkman, \"The Army's Reserve, But in Name
Only," pp. 153-154.
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MG Temple considers the ODT Program to be a high priority
program, "It's critical for Guardsmen to familiarize them-
selves with an area where they might fight. The overseas
training program is the best way to do that."78

The ODT Program has obviously been very successful

in meeting its stated objectives. Each eligible Reserve

Component unit scheduled to deploy in support of overseas

contingency plans can now expect to participate in ODT (as a 0
unit or with a planning cell) to receive orientation, L :E
mission familiarization, and actual training in the overseas ;ji;?
environment approximately once every third year. There are :i?;J
BoEER

several notable exceptions, however, to this once every third
year guideline. Several types of Reserve Component units,
i.e., psychological operations, civil affairs, rear area
operations centers (RAOC), etc., that are not found in the
deployed active force structure may (and do) particiapte as

often as five times annually. Reserve Component higher

headquarters, i.e., Brigades, COSCOMS, TAACOMS, etc., also ‘;j}ﬁ
participate in ODT many times annually. |
With these high levels of participation, the ODT
program has grown guite expensive,. Incremental fravel costs ~f~f
incurred by ODT participants now account for the majority of éfiﬁ

both Army National Guard and Army Reserve travel budgets

annually. Testifying before the Subcommittee of the House

78"pFewer in NG to Train Overseas,” Army Times, 14 RS
November 1983, p. 45. AN
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Committee on Appropriations, MG Berkman noted that five
million dollars had been appropriated for Army Reserve ODT
in FY 83 (the National Guard supports the ODT Program at a
similar level annually) and the Army Reserve would require
twenty million dollars annually to support full unit par-
ticipation in ODT annually.79

The continued high level of participation by many
units in the ODT Program has led to another significant
problem. Interviews and discussions with hundreds of ODT
participants during the 1981-1983 time period indicate a
develﬁping reluctance by lower and middle grade level
Reserve Component personnel to continue to support this
program (no matter how important and beneficial) if they
would be required to deploy overseas on additional duty
training status too often.80 Family and civilian employment
problems have begun to develop for those key individuals who
have participated in ODT "too often”., The gquestion of maxi-

mum frequency of program participation depends on an

79U.S., Congress, House, Committee on Appropriations,
Hearings Before A Subcommittee Of The Committee On Appropriation,

97th Cong., 2nd sess., 1982, p. 239, {Bethesda, Md4d.:
Congressional Information Service, 4520 East-West Highway,
CIsS H201-35, 1982).

80as the ODT Program Manager, 1 attended all pre-
camp conferences, ODT coordination conferences, JTX planning
conferences, and CAPSTONE planning conferences world-wide,
I also visited Reserve Component units and interviewed unit
members during their conduct of ODT in several foreign
countries as well as at their home stations during their
preparation for ODT.
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individual's situation, but a trend seems to be developing
that indicates, for many of the annual units, some key indi-
viduals are approaching their limit.

In addition to the time spent in actual ODT Program
participation, the Reserve Component unit (or planning cell)
must spend time in meeting all overseas deployment require-
ments. Mundane thinags like inoculations, identification
tags, and other processing for Overseas reguirements (POR)
take time, but additional time must be spent in coordinating
complex overseas movements, coordinating with overses active
sponsor units, updatin; CAPSTONE pPlanning documents prior to
ODT, numerous inspections -by higher headquarters to “make
sure they are ready", refining training plans to fit the
overseas scenario, and (often) preparing eguipment for ship-
ment. These very real time requirements, as well as reco-
very from ODT, have a great impact on yearly training
schedules and constrict the time available to accomplish
those standard individual and collective training tasks

already discussed.
Joint Training Exercises

The Reserve Components have participated in numerous
joint training exercises (JTX), such as LOGEX, in the Con-
tinental United States (CONUS) since before the Total Force
Concept became a reality. However, with the ODT Program
facilitating Reserve Component unit annual training in
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Europe, USAREUR exercise planners realized in 1978 that the
ODT Program could be used to supply Reserve Component units
‘for NATO JTX participation.

Several Reserve Component units and cells par-

»
v
"
)
]
i

ticipated in REFORGER exercises in the late 1970's. Their
after-action reports and exercise reports indicated that a
normal fourteen-day annual training period did not provide
enough time for meaningful participation in a REFORGER type
exercise. Conseguently, in 1980 Department of the Army
authorized and funded a twenty one to twenty-six day annual
training period for Reserve Component units who are nomi-
nated to participate in an overseas JTX. The concept was
tested with several units participating in three weeks
annual training for REFORGER 81, but a detailed analysis of
their participation indicated that twenty one days was still
not enough time for the units to gain full benefit from the
JTX experience.

For a battalion-size unit to participate in an over-
seas JTX, a full issue of equipment must be made available,
There are three ways to provide the necessary equipment,

The most obvious, but also most expensive in terms of funds

and time, is for the Reserve Component unit to ship its

equipment overseas for the exercise. A second method is to
have the Reserve Component unit draw a full POMCUS

(Pre~-positioned Material Configured in Unit Sets) set of
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equipment to use in the JTX.81 rThe third, and least pre-

ferred method, is for the Reserve Component unit to borrow a ®
full set of egquipment from an overseas Active Component unit

not participating in the JTX.

Shipping equipment and POMCUS-draw are both time
consuming, but proved to be the most realistic methods of
facilitating full Reserve Component unit participation in
overseas JTXs. In 1982, a FORSCOM/USAREUR group of ODT and
exercise planners developed an optimum twenty-six day annual
training schedule that would permit a unit to either ship
equipment or draw POMCUS, fully participate in a REFORGER,
reship or @urn in egquipment and redeploy to home station.
The schedule was tested by the 467 Engineer Battalion, USAR,
which used POMCUS eguipment during REFORGER 82, and it
proved to be accurate. Their twenty-six day annual
training period must not be considered unique or unsupport-
able, For Reforger 83, a task force from the 30th Infantry

Brigade, North Carolina National Guard deployed with their

eguipment to Italy to participate in JTX Display BN
Determination. y

L

When 800 soldiers from the 30th Infantry Brigade . . . 5{*{?

deploy to Italy in late September their equipment will SRR

be waiting for them when they arrive. ...
a8

81This can be accomplished even if the unit is not f’}}

normally authorized POMCUS equipment by securing a
Department of the Army exception to policy.
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e« « o It is the first time any Guard units's equip-
ment has been shipped there for field training exercises.
e« « +» The task force will conduct a three-week joint
field training exercise . . . with the Italian Army.
It will be the largest joint training mission undertaken
with the Italian Army since formation of NATO more than

forty year ago.
+ +» o Getting the task force's equipment to Italy

involved shipping 143 boxes and shelters, 93 tracked
vehicles, including 15 M-60 tanks, and 234 trucks,
jeeps, and other wheeled vehicles,82

The time devoted to JTX participation and movement planning
by unit members spanned the nine-month period preceding
actual deployment. 1In addition to the ODT preparations
discussed above, brigade and task force staff members trav-
eled to Italy three to four times to conduct planning with
exercise, SETAF (Southern European Task Force), and Italian

Army staffs. .

Training in loading aircraft and ships and a 16-hour
course for drivers leading to international licenses
will precede the deployment.

In addition to the required training many members of
the task force have attended courses in conversational
Italian at local community colleges.83

Current ODT plans indicate that this unit will participate
in a similar exercise a2very other year for at least the next

five years. However, this unit's training requirements are

82"NG Ships Equipment to Europe for First Time Use
in Exercise," Army Times, 12 September 1983, p. 2.

837800 North Carolina Guardsmen to Train in Italy,."
Larry Carney, Army Times, 29 August 1983, p. 15.
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no longer unique., The 1st Battalion, 198th Armored Brigade,
Mississippi Army National Guard also participated in
REFORGER.83. The 198th Armored Brigade is the Roundout bri-
gade for the lst Cavalry Division, a major REFORGER 83 par-
ticipant. The battalion conducted a twenty-six day annual
training period, successfully drew and turned in POMCUS, and
redeployed to home station. Overseas exercise participation
by Reserve Component units for FY 83/84 is displgyed in
Table 4, Appendix B,

General Walker, National Guard director, has pointed

out in Congressional testimony that

e« o « participation in Joint Training Exercises (JTX)
continues to provide units with training opportunities
that are not normally available in a unit training
environment . . . combat, combat support, and combat
service support units are tasked to perform realistic
missions alongside their active counterparts in a joint
service environment that challenges them to produce
under realistic and stressful conditions.84

USAREUR leaders are convinced that, despite the high
costs, Reserve Component units must continue to participate
in JTXs. Colonel Richard Polo, Commander of the 7th
Engineer Brigade of VII Corps, was recently interviewed by

National Guard and said:

84Hearings Before a Subcommittee of The Committee on
Appropriations, p. 208.
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Under the Total Army Concept, National Guard and
Reserve forces are becoming more involved in REFORGER
and other exercises., Some units will mobilize early
because under present constrictions, they have resources
we don't have in the active Army. To be ready in war-
time, they must practice in peacetime.8

.

s e Ay

o The Association of the U.S. Army agrees with the
National Guard Bureau position and recommends that JTX

ii opportunities for the Reserve Components be expanded.

. Realistic exercises offer the ultimate training

ﬁ opportunity. They add the final polish, the close

- approximation of actual operations that can be attained
in no other way. Consequently, opportunities to take
part in exercises need to be expanded for Guard and
Reserve forces.86

The requirements for Reserve Component participation
in overseas JTXs will continue and soon expand in the
Pacific Theater. General Wickhanm,87 Army Chief of Staff, is
aware of the Reserve Components' enhanced participation in

joint exercises and believes it necessary.

85"Commanding the Regulars II: Wisconsin Engineers
at Reforger,” Richard Backlet, National Guard 37 (February
1983)3 120

86p status Report on the Army National Guard and the
United States Army Reserve (Arlington, Va.: Association of
the U.S. Army, January 1981 ), p. 25.

87General John A. Wickham, Jr. became Army Chief of ’ 4
- Staff after serving as Army Vice Chief of Staff for a year,

following a three-year tour as Commander in Korea and Eighth

. U.S. Army., A 1950 U.S. Military Academy graauate, he holds

- two master's degrees from Harvard and has served in numerous

D command and staff positions world-wide,
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We continue to fund large scale joint exercises
around the world--REFORGER, exercises in Southwest Asia,
the annual Team Spirit exercises in Korea, the largest
in the free world. Reserve Components participate in
these exercises to an increasing extent, Such training
is indispensable to improving readiness ,88

Once again, the challenge is time to prepare, par-
ticipate, and recover from the OCONUS JTX. 1In many cases,

the time regquired egquates to an entire training year.
POMCUS Reconnaissance and .Inspection

Because of limited transportation assets in time of
war, a great deal of equipment is prepositioned and stored
in ready-for-issue condition in strategic locations in
Europe. The equipment is maintained while in storage, and a
system has been developed to keep the unit sets modernized.
These POMCUS sets must ., . . mirror the appropriate state-
side unit's equipment so that the units can hit the ground,
draw eguipment like they have been using in the United
States and move out."89

In the past, only Active Component combat units have
had POMCUS equipment ready for their use upon deployment,
With the many changes in TOE, and on-going force modern-

ization, Active Component units found it necessary to

88L7¢ Charles G. Cavanaugh, Jr., \"Go The Extra
Mile," Soldiers, (October 1983), p. 9.

89General Glenn K. Otis and Maj Dewey A, Browder,

""The Enormous Responsibility of Preventing World War III."
Army, (October 1983), p. 86.
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conduct annual inspection and reconnaissance of their stored
equipment on-site in Europe. The POMCUS Inspection and
Reconnaissance Program (PIREP) was developed to coordinate
these visits to Europe and optimize participating units
opportunitites for inspection. General Glenn
otis,%0 commander of U.S. Army Europe, Seventh U.S. Army,
and NATO's Central Army Group, has pointed out that while
the current " . . . POMCUS inventory consists of four divi-
sion sets of egquipment plus logistical and medical augmen-
tation packages . . . other sets are planned or in various
stages of completion."91

Reserve Component units began participating in the
PIREP in 1982 under the auspices of the ODT Program. Many
Reserve Component units now have egquipment in POMCUS and more
are planned. These units are expected to send a small
(two-three man) team overseas annually or biannually to
inspect their stored equipment. Experience has proven that
these inspections cannot be conducted in conjunction with a
Reserve Component unit's participation in either ODT or a
JTX. For units with POMCUS to inspect, this means an addi-
tional one-week active duty requirement for selected unit

members annually.

90General Glenn K. Otis assumed this position on 15
April 1983 after serving as the TRADOC Commander since 1981,
He enlisted in the Army in 1946, graduated from the U.S.
Military Academy in 1953, and holds a mater's degree in
mathematics from Rensselaer Polytechnic Institute.

91%The Enormous Responsibility of Preventing World
War III," p. 86,
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Western Command (WESTCOM) Expanded Relations Program

WESTCOM has developed an Expanded Relations Program
to further interoperability training with numerous Pacific
rim nations. Active Component units, as well as Reserve

Component units with the appropriate CAPSTONE alignments and

wartime contingency missions participate in this program

with their allied counterparts in a manner similar to the

ODT Program. Many CONUS-based Reserve Component units (in
addition to those based in Hawaii) have been given the
opportunity to participate in this training program to gain
valuable mission-related training in foreign countries, Fully
funded, the only rescurce that the Reserve Component unit

must provide in order to participate in the program is time.
Training at the National Training Center

The National Training Center (NTC), Ft Irwin,
California, was designed to offer participating Active
Component units a dynamic combined arms training environment
in which to perfect peacetime training. With expansion of
the Roundout Program, as already discussed, it became
apparent that Reserve Component Roundout brigades and bat-
talions should be given the opportunity to join their parent
active units at the NTC. A normal rotation schedule for
active units to train at the NTC led to the development in
1983 of the NTC Roundout Rotation Program for Reserve

Components units.
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Roundout Battalions of the ARNG will commence par-
ticipation in the NTC Roundout Rotation Program in late
FY 83. The concept . . . is that roundout battalions of
the ARNG undergo rotational training as one of the
manuever battalions in selected Active Component Brigade
task forces. ARNG units will participate with the
Active Component Division with which they are affiliated.92 14

The tentative Roundout rotation schedule identifies one ,

National Guard battalion in FY 84 and five battalions in FY

85. The standards of training for Reserve Component units LS

are the same as those applicable for Active Component units

w e Tba

training at the NTC. Consequently, Reserve Component units

B R

must strive to attain higher levels of proficiency in order
to be selected for NTC training. -ggj
I
————ird
All Active and Reserve Component units scheduled for it
rotation to the NTC will strive to be proficient in the RN
individual and collective skills necessary for success F:J
on the modern battlefield., Given that train-up will L
vary with specific unit circumstances, the following lfxﬁ
guidelines are provided to assist in attaining the e

regquired levels of training excellence:
(1) Leader training using appropriate simulations . . .
(2) Extensive maintenance training . . .
(3) Crew-served weapons gualification incldding
Crew Combat Course (qualification) and tank table IX :
within the six months preceding deployment to the NTC . ;"“
Refresher training on all weapon systems immediately -
prior to deployment. '-
(4) Combined arms training at all levels through bat-
talion task force, to include external ARTEP evaluations
within six months prior to deployment to the NTC . . . .
(5) Company team live fire exercises incorporating "
mortars, artillery, and attack helicopters, s -

i

iy

92p7c paniel G. Hardwick, "ARNG Training at the e
National Training Center (NTC)," in Army National Guard 83 o
Management Book (Washington, D.C.: National Guard Bureau,

1983)' p' 1'18. -
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(6) Intensive train up on the installation, operation,
trouble-shooting, and maintenance of MILES equipment within e
the 90 days preceding deployment to the NTC .93 °

To achieve these high levels of peacetime training

proficiency and readiness, Reserve Component units scheduled ; r‘;
to train at the NTC will need additional training assemblies.
For example, the normal pre-mobilization tank gunnery crew 3,*:['3
qualification standard is completion of table VIII. To .
rotate to the NTC these units will have to successfully _ fg;':ujﬁ
complete tank table IX. This will require at least another . | .
week of range time that is not available in the standard
yearly training schedule. The funds for additional unit
training assemblies are available, as are all other resour-
ces, except possibly time .94

Taking advantage of the unique training occurring at
the NTC, an associated Leader Training Program has been

established. The program capitalizes on both the training

environment and complete instrumentation available at the
NTC to build upon the on-going tactical leader training that fi}yttzk

takes place at a Reserve Components home station.

Participating commanders and staff are not necessarily from
just Roundout units and will come from Reserve Component :fgdl{f{

divisions, separate brigades, and armored cavalry regiments. P

93y.s. Department of the Army, "NTC Standardization
for ARNG Battalions," by LTC William Dampier (Ft McPherson,
Ga.: FORSCOM, 14 January 1983), p. 1.

94vARNG Training at the National Training Center -_e
(NTC)’" p. 1-19.
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From a vantage point overlooking the exercise area, the
commander will issue an operations crder based on the
tactical situation of the rotating unit that will be
observed. Subordinate commanders and staffs go thru sic
their planning processes and selectively brief their
concept of the operation. Prior to the start of the
actual operation, an NTC briefing officer will present
the '"player" commander concept of the operation. From
the vantage point, the group is able to observe and
discuss the doctrinal and tactical issues as the battle
unfolds. Later in the day, at the operations center
theater, the group reviews the audio, video, and sta-
tistical data resulting from the battle.95

This NTC Leader Training Program should prove to be an
excellent training vehicle for the Reserve Components and
provide invaluable experience in tactical command and staff
operations. It will be relatively inexpensive to conduct
with the only scarce resource being the time required for
the command and staff groups to conduct the necessary addi-

tional active duty for training.
Force Modernization

As the Total Force Concept envisioned, the various
training programs discussed above facilitate the Reserve
Components training alongside their Active Component coun-
terparts just as they would fight in time of war. Yet, the
problem of eguipment compatibility (and associated opera-
tional capabilities) thre;tens to denigrate the Total

Force Concept and hinder the Army's wartime mission

gslbid., P. 1-180
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accomplishment. Senator Strom Thurmond96 recently pointed

out:

In sum total, one-half of the nation's combat power and
two-thirds of the support capability are maintained in
the Reserve Forces. Despite this heavy responsibility,
the Guard and Reserve lack much of the modern egquipment
they need to mobilize and deploy as required. Changing
these conditions is not only desirable, it is essential.
We must keep these forces strong if our nation's ability
to deter aggression is to be maintained.97

Tables 2 and 7 of Appendix B indicate that the Reserve Compo

have approximately seventy percent of the Army's non-

divisional maintenance capability. Yet, the Reserve

Component egquipment, while deployable, is not, in many cases

today, compatible with the equipment used by, or stored in

POMCUS for, the Active Components. A closely related
problem concerns the Reserve Component maintenance personnel

who are expected to repair modern eguipment upon mobiliza-

tion. In its 1980 Reserve Component Status Report, the
96Senator Strom Thurmond served with the Army of the
U.S. from 1942 to 1946 as a Major General. He was

attached to the 82nd Airborne Division for the invasion
of Europe and was awarded the Congressional Medal of
Honor. Senator Thurmond received a B.S. degree from
Clemson College and has also received 14 honorary
degrees., The Governor of South Carolina from 1947 to
1951, he has been representing South Carolina and the
Armed Forces in the Senate since 1955,

97senator Strom Thurmond, Senate Armed Services
Committee, June 1980, gquoted in A Status Report on the
Army National Guard and the United States Army Reserve,
January 1981, p. 22,
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Association of the U.S. Army highlighted this problem.
‘"Equally important is that Reserve forces maintenance per-
sonnel train routinely on the equipment they will service on
the battlefield as well as the (older) equipment in the
hands of the Guard and Reserve."98

Congressional Representative Les Aspin,99 a member
of the House Armed Services Committee, has also become quite
concerned over the problem of training Reserve Component

maintenance personnel on modern eguipment,

e« o« » while 70 percent of the Army's maintenance capabi-
lity on mobilization will come from the Reserves, very
few of the pecple in these units have ever seen the
Abrams M-1! main battle tank . . . . You can't expect
them to repair what they haven't even passed their hands

. over . . « « The M-1 is a vastly different tank from
the M-60 . . . Yet we're going to ask guys who can take
a diesel engine apart blindfolded to try to grapple with
a gas turbine they'll see for the first time lying in a
wheatfield in the middle of a rainstorm.'00

The third Reserve Component problem with Army force
modernization efforts concerns the equipment displaced from
the Active to the Reserve Component when the active force

receives new equipment. From a Reserve Component viewpoint,

98p status Report on the Army National Guard and the
United States Army Reserve, 1980, p. 19.

99Congressman Les Aspin received his Ph.D. from the
Massachusetts Institute of Technology in 1965. He served in
the Army of the U.S. from 1966 to 1968 as a Captain. He has
represented Wisconsin in Congress since the 92nd Congress.

1°q”A3p1n Assails Lack of Tanks in Reserve,” Army
Times, 5 September 1983, p. 38,
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'*"displaced” equipment is new equipment and often requires
the same new equipment training (NET) effort as is normally
reguired by units receiving new {(recently manufactured)
equipment. Yet, neither DARCOM nor TRADOC NET teams are
available to provide on-site transition training for

displaced equipment (DET). General Wickham has admitted that

The Army has tried to match increasing reliance on the
Reserve Components with modern equipment., We've not done
well enough in the past, but now we have programs that
are firmly in place that will put modern equipment in the
Reserve Components. We calculate, according to these
programs now, that we are sending roughly $1 billion a
year of new egquipment into the Reserve Components. 1In
addition, there would be several hundred million dollars
of "trickle down" equipment that would come from repla-
cement of older equipment in Active units.10!

Thus, Force Mode;nization presents a three-part challenge to
the Reserve Components., New and displaced egquipment tran-
sition training, and systems training for those maintenance
personnel who could logically be expected to service and
repair new system in wartime may be collectively termed

Force Modernization Training (FMT).
Force Modernization Training

How big a problem does FMT pose to the Reserve
Component? MG Temple, writing in the October 1983 edition
of Army magazine, highlighted the impact of new and

displaced equipment on the National Guard.

104%Go The Extra Mile," p. 8.
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Over the next seven years, 74 new and displaced systems
are planned for delivery to the ARNG. Some of these
include the Vulcan and Chaparral air-defense artillery
systems the M9 armored combat earthmover (ACE), the
high-mobility multi-purpose wheeled vehicle (HMMWV), . . .
the M1 tank, Bradley fighting vehicle and Tacfire tac-
tical fire direction system.102

MG Berkman is also sensitive to the issue of new eguipment.

1*“"The Army Reserve received 550 new trucks and forklifts

during fiscal 1982. The first Army Reserve pAs3 (decentral-
ized Army service support system) was delivered in

March ., <103

*i The receipt of new or displaced equipment in a

. Reserve Component unit regquires transition training. NET

transition is accomplished under the guidance of DARCOM/
TRADOC NET teams which conduct on-site training for system
operators and organizational mechanics and provide receiving
units with a recommended sustainment training program.

According to FORSCOM:

DARCOM NET plans for RC units are based on AC plans
and tailored to fit available RC training time . . . .
As plans for NET are finalized, they are incorporated
into unit training plans/schedules for execution . . . .
This same concept is also true for displaced egquipment
training.104

102y Herbert R. Temple, Jr., "The National Guard
Must Be Ready," Army, (October 1983), p. 131,

103»rhe Army's Reserve, But in Name Only,." p. 160.

104y,s, pepartment of the Army, U.S. Army Forces
Command, '"Force Modernization Training (FMT) for RC Unitsp"
by LTC Robert Martin, (Ft McPherson, Ga.: FORSCOM, 5 May
1983), p. 1.
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While the FMT plan is for NET/DET to be incorporated in the
unit's normal training schedule, this does not appear to be
possible. The first National Guard unit to receive new Mt
Abrams tanks is the 2nd Battalion, 252 Armor, North Carolina
National Guard. v'fhis battalion is a 'round-out' unit for
the 24 Armored Division located at Ft Hood, Texasu«"105
MG William E. Ingram,'06 North Carolina Adjutant General,
has indicated that the normal available training time just
isn't enough to conduct the transition training. :"Ingram
said the battalion will undergo three weeks, instead of the
usual two weeks, active duty training this summer in order
to become familiar with the new tanks."197 This ex;ra time
requirement is not surprising when the complexities of the
new technology incorporated in the M1 tank are considered.
In their study of the M1 NET challenge to the
Reserve Components, Simms and Whitel08 found the magnitude of

the effort associated with the initial skill training for

105"M-60A3 Tanks, ITVs Rollout for the Army Guard, "
National Guard 36 (October 1982): 22.

106nG Ingram received his B.S, degree from the
Citadel in 1943 and served with the Army of the U.S. from
1943 to 1946 before entering the National Guard. Serving in
a variety of positions in the NCARNG, he assumed his present
position in 1977.

10273 More NG Units to Get M-1," Larry Carney, Army
Times, 2 May 1983, p. 47.

108p3dward D. Simms and Thomas A. White, A Concept
for Training Reserve Component Mechanics to Support the M-1.
(Washington, D.C.: Logistics Management Institute, October
1981 ), pp. 3-3, 3-4.
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maintenance personnel takes longer than just two weeks.
They found that the average length of the planned NET effort

to transition active Army mechanics from the M60/M48 tanks

to the M1 to be 3.9 weeks with the longest lasting 6.0 weeks >

of training. Table 5 of Appendix B shows the number of M1
tasks, by MOS, in which each M1 mechanic will be required to
be proficient. Table 6 displays the length of M1 NET for
active mechanics stationed in CONUS.

Beyond the NET/DET challenge for Reserve Component
operators and organizational maintenance personnel is the
greater challenge of training the Reserve Component combat
service support (CSS) units having mobilization missions of
supporting Active Component units that have received new
systems. To meet this challenge, Department of the Army
developed a Combat Service Support Units Alignment and
Training Program. General Cavazos, FORSCOM Commander,
believes this program essential to the Total Army's ability

to go to war.

This program began in January 1983 , with a con-
certed effort to identify new systems, align supporting
and supported units, assign wartime missions and develop <
the training concept. Our concept follows the displaced
egquipment training ‘"menu” approach which enables us to
take maximum advantage of the training alternatives,.
Success of these program is essential to our readiness P
to go to war.'09

109General Richard E., Cavazos, '‘"FORSCOM Hones as it
Modernizes," Army, (October 1982), p. 36.
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Planning and conducting this training is more complex than

it might at first appear. DARCOM must identify and acquire
the necessary special tools and tes; equipment and other
ancillary TOE equipment on a wholesale basis, Once TRADOC
documents the necessary TOE changes, the Reserve Component
CSS unit must reguest issue of applicable tools and test
equipment. Some type of training program must then be devel-
oped based on the needs of the unit and the type training

regquired.

Initial emphasis will be on individual training. The
types of training being considered include training at
service schools, USAR schools, regional training site,
active and reserve component installations, DARCOM
depots and exportable training. Training will be con-
ducted during IDT and AT and will be intensely managed
to ensure skills are attained in the least amount of
time possible. Consideration of the peacetime support
mission of the units involved is paramount, however;
every effort will be made to minimize the impact of this
training on the peacetime mission.!10

The more advanced the new equipment, the more
complex the maintenance required, and the greater the
challenge of developing the sophisticated maintenance skills
in Reserve Component CSS units. Current fielding of the M1
Abrams tank represents only the '"tip of the iceberg" for

Reserve Component maintenance units. The problems encountered,

110Maj Theodore G. Powl, ("Reserve Component Support
Unit Capability Enhancement,"” in Army National Guard 83
Management Book (Washington, D.C.: National Guard Bureau,
1983), po 1-49-
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and the extra training time required to prepare these CSS o
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units to maintain the M1, will also be encountered during ':w

fielding of other complex new systems such as the UH60

PR I

Blackhawk, AH64 Apache helicopters, M2/3 Bradley Fighting ’

-

Vehicle, and Division Air Defense Gun. There is no doubt,
however, that conducting initial transition training, while .2

supporting conventional peacetime operations and training in

!l
=
!
i
I

the time span of a normal training year, will present an
enormous challenge to the Reserve Components., Even if suc-
cessful transition training can be accomplished, the tech-
nical skills acquired must be sustained. Simms and White

found that

The planned sustainment training is . . . inadeguate
because of a lack of periodic exposure to the M1 for
hands-on training. To sustain the highly technical
skills required by the M1, RC mechanics will reguire
freguent access to M1 tanks and use of sophisticated
maintenance simulators in a systematically developed
training program. The lack of a formal program to
assure access to the M1 and the distances involved in
moving reserve units to active installation [sic] will
not allow RC mechanics to gain the needed hands-on
experience. 1!

'Y

: One approach to systematic skill sustainment that

} does afford Regserve Component maintenance personnel frequent

. opportunities to gain hands-on erperience with a new system 2 -~

111A Concept for Training Reserve Component :Q?
Mechanics to Support the M1, p. 3-8, 3-9.
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was described by MG Berkman in a recent article for Army

magazine,

Recently, two Blackhawk helicopters, the Army's newest
utility model, were transferred to Reserve maintenance
units for use as maintenance trainees.

This means that the units will repair the helicop-
ters and then trade them to active-Army units for simi-
lar aircraft in need of maintenance,'12

The U.S. Army has embarked on the most ambitious and
extensive force modernization effort in history. Hundreds
of new systems will be entering the Army inventory during
the next decade and they will reguire tremendous NET/DET and
CSS training efforts for the Reserve Components, Based on
current Department of the Army Master Priority List (DAMPL)
and current CAPSTONE alignments, just :"the M1 training
reguirement is in excess of 5,000 guardsmen and reservists

sic , beginning in the mid-1980'ga"113 Initial transition
and long-term sustainment training for Reserve Component
units and individuals will require more training time than

is currently available during the standard training year.

Central Command

(Rapid Deployment Joint Task Force)

1127Army Reserve 1983, 75 Years in the Pursuit of
Excellence," p. 145,

113, Concept for Training Reserve Component
Mechanics to Support the M1, p. III.
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The Reserve Components play a key role in providing
combat support and combat service support to Central Command
(CENTCOM) active forces. CENTCOM was established in January
1983 as a unified command, succeeding the Rapid Deployment
Joint Task Force. 1Its area of responsibility includes the
area from Egypt to Pakistan and as far south as Kenvya,
Somalia, and Sudan.'1%4 LTG Robert Kingston,115 CENTCOM
Commander, stresses that Reserve Components would play a
significant role in any emergency requiring the deployment

of CENTCOM forces.

Thus, if a major crisis should threaten U.S,
interests in Southwest Asia, Kingston said he would
depend heavily on the authority granted the President to
call up to 100,000 members of the Guard and Reserve on as
little as 24 hours notice , . . «. In fact, . . . wWe
will be dependent on most of the presidential callup of
100,000 in a major crisis.!16

Speaking before a recent Washington, D.C. meeting of the

114=cenTCcOM CG Counting on Reserves in Emergency,"
Don Hirst, Army Times, 17 October 1983, p. 32.

T15LT6 Roberg C. Kingston received his Master of
Arts degree from George Washington University. His recent
assignments include commander of the 1lst and 3rd Brigades,
lst Cavalry Division, Vietnam, Commanding General of the John
F. Kennedy Center for Military Assistance, and Commander, 2nd
Infantry Division, Korea. He assumed command of the Rapid
Deployment Joint Task Force (now CENTCOM) in 1981,

116colonel Allen R. Scholin (RET), "The National
Guard as Part of the Rapid Deployment Force,” National Guard
37 (February 1983): 24,
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Reserve Officer Association, LTG Kingston admitted that,

beside the Reserve Component combat support and combat

service support units the CENTCOM would need in an

N > emergency, ". . . individual Reservists would staff his
h headquarters. In the event my staff would have to deploy we

will £fill their positions in my headquarters . . . with

Reserve personnel "117

The National Guard provides about 1,200 personnel in
29 company-size combat service support units and the entire
48th Infantry Brigade (Roundout to the 24th Infantry
Division) to CENTCOM in case of emergency. The Army Reserve
provides about 12,000 personnel for CENTCOM use, CENTCOM
relies on the Army Reserve:", , . for a major portion of its
transportation, fuel, and civi)l affairs support, In some
cases, the Army Reserve units are the only ones of their
type available . . . Jn118

Not all of these Reserve Component units or person-
nel would always be mobilized to support CENTCOM emergen-
cies. CENTCOM has designed force packages to meet the spe-
cific needs of different contingencies., LTC Kingston is

. gquick to point out that:

11%"cENTCOM CG Counting on Reserves in Emergencyn."
p. 32.

118nphe Army Reserves, But in Name Only," p. 153.
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Reserve and National Guard units are an integral part of
the force, a critical piece of the fabric of the force.
And while smaller contingencies could mean that fewer
members of the reserve component will deploy as part of
the force, I cannot do without them,119
The force modernization problems discussed above
also apply to those Reserve Components who would deploy in
as little as twenty-four hours as part of a CENTCOM con-
tingency force package. Secretary of the Army John O. Marsh120
is aware of these egquipment and training shortcomings. "The
National Guard has over 130 units assigned to the Rapid
Deployment Force . . . which are short over $100 million
worth of everyday equipment.ﬂ"z1
Overseas exercises, as well as CONUS exercises,
place additional training requirements on CENTCOM Reserve
Components., CENTCOM headguarters elements deploy three
times a year for readiness exercises, Selected force packa-
ges also participate in CONUS exercises such as Bold Eagle
and Border Star, and OCONUS in the Middle East exercise

Bright Star. Reserve Component personnel are strongly

119"The National Guard as Part of the Rapid
Deployment Force,”" p. 26.

12030hn 0. Marsh, Jr., Secretary of the Army since
1981, is a former four-term Congressman from Virginia. A
1951 graduate of Washington & Lee University Law School, he
retired from the Virginia National Guard as a Lieutenant
Colonel in 1976, after 32 years of active, Reserve, and Y
Guard service that began in 1944, Secretary Marsh has also
held a series of high-level executive-branch appointments.

12'pamela Kane, :"The National Guard as a Defense
Priority,"” National Guard 35 (August 1981): 13.
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encouraged to participate in these excellent training
opportunities. As in so many other special training
programs, the funds are available to support Reserve
Component participation, and the one limiting resource is
available time for Reserve Component personnel to par-

ticipate.
Collective Training Summary

The collective training programs reviewed in this
section are applicable to selected Reserve Component units.
Obviously, not all Reserve Components participate in all of
these trainihg programs but most are involved in at least
one, and many units are involved in several of these
programs simultaneously. An affiliated ot partnered Reserve
Component unit today has a good chance of also undergoing
force modernization (NET, DET, or associated CSS efforts)
training while preparing for ODT or JTX participation. Each
individual program was designed to strengthen and increase
integration of the Reserve Components into the Total Force
and improve their readiness. Undoubtedly, they have suc-
ceeded. However, as these individual training programs were
being developed and matured, it became evident that a
unifying methodology had to be developed to provide a direct
link between all Army units and their wartime chain of com-
mand., This unifying methodology became the CAPSTONE
Program,
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CAPSTONE Concept Development

The country must have a large and efficient Army,
one capable of meeting the enemy abroad, or they
must expect to meet him at home.

Wellington: Letter, 28 January 1811

The CAPSTONE Program was implemented in December,
1979 to provide a system to orient all efforts toward
meeting Reserve Component wartime readiness requirements.
The CAPSTONE methodology was intended to influence all
programs and actions which provide organizational planning,
resources, and training to insure that each action is directed
toward attaining wartime missions readiness.’22 For the
first time, the Total Army has a tool that shows the planned
wartime alignment of all Active and Reserve Component units,
where they are going to fight, in what sequence these units
will deploy, and who they will be expected to support.
CAPSTONE allows for the peacetime preparation of war plans
and facilities planning and training between the Reserve

Components and their wartime chains of command.

Most important is the heightened sense of purpose that
CAPSTONE brings to peacetime training. The information
gained from the association of the commanders and
staffs in the discussion of their wartime roles has led
directly to mission-oriented training goals that are
tangible and that have a real-life urgency and impor-
tance,123

1227progress in Training, Readiness, Manning," p. 154.

123p7c Larry V. Edwards, "CAPSTONE," Commanders Call
(DA Pamphlet 360-879), August-October 1983, pp. 3-4.
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CAPSTONE was designed to influence on-going actions
and programs., It does not determine force structure
requirements nor does 1t replace the established chain of
peacetime command and control of Reserve Components. It
does, however, provide the Reserve Components with the
opportunity to plan and train in peacetime with the units
(both Active and Reserve Components) that they will be

aligned with in wartime.

To achieve the intent of CAPSTONE requires that war-
time associations be established in peacetime for
planning and, when possible, for training. These asso-~
ciations may initially take the form of simply an
exchange of liaison visits, SOPs, and 1ssue of wartime
mission statements. The extent of planning qor training
is dependent on many factors, i.e., geographical
location, time constraints, training missions, etc. 124

The CAPSTONE concept was quickly embraced as the
panacea for the counfusion over the wide variety of
conflicting programs that had been developed in the 1970's
to improve readiness. The General Accounting Office (GAO)
recently reviewed implementation of the CAPSTONE Program and
found that USAREUR was.using CAPSTONE as ". . . the single

management tool they USAREUR Headquarters have to preapare

124, 7¢ Roger Pruter, "The Army CAPSTONE Program," in
Army National Guard 83 Management Book (Washington, D.C.:
National Guard Bureau, 1983), p. 1-22.
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for a smooth transition to wartime operation."125 The
CAPSTONE Program quickly became a powerful management and
planning tool and a more in-depth review of its uses will be
made in following sections.

Despite some early problems with implementation, the
CAPSTONE program worked. General Berkman, in testimony
before the House Subcommittee on Appropriations, stated that
"the CAPSTONE program is a highly successful initiative that
has improved Army Reserve training. This single initiative
has focused training on wartime mission, heightened interest

and has certainly improved Reserve Component readiness.”126

In his study of the status of mobilization planning, Colonel

Stuckey agreed with MG Berkman's assessment. "The organiza-

tional associations which result due to CAPSTONE should
enable units to transition to war more efficiently.”127
Heymont and -Muckerman also believe that the CAPSTONE metho-
doloay will work. "The CAPSTONE Program should reduce the

many instances now existing where RC combat service support

units are subordinate to other RC units with dissimilar

125c1ifford I. Gould, Director, GAO, Problems in
Implementing the Army's CAPSTONE Program to Provide All
Reserve Components with a Wartime Mission, GAO letter to the
Secretary of the Army, Washington, D.C., 22 September 1982, .-
p. 3. -

v —
126H4earings Before a Subcommittee of the Committee el
On Appropriations, p. 194. )
=
127ngtatus of Planninag for Mobilization and
Deployment,” p. 15.
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missions . . . ."128 The initial Army-wide experience with
CAPSTONE was so positive that the C(APSTONE methodology was

soon expanded to cover all contingencies.

Mul ticontingency Problems/Prioritization

Initially, the Army CAPSTONE Progam organized the
Total Force only to support the reinforcement of NATO con-
tingency. Subsegquently, CAPSTONE was expanded to include
the CENTCOM and Pacific Theater contingencies, as well as
the CONUS Sustainment Base. Unfortunately, there are not
enouacgh units, either Active or Reserve Component, to fulfill
the requirements of a